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MEMORANDUM FOR: Deputy Director for Support
SUBJECT : Report of the Inspector General's Survey
of the Office of Personnel
You have received copies of the Inspector General's
report on his survey of the Office of Personnel. May I have
your comments on the recommendations in the report within

sixty days of the date of this memorandum.

25X1

L. K. White
Executive Director-Comptroller
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' ‘.D‘ﬁ'%etor of Personnel S5E-56

I am attaching a copy of the Inspector General's
Survey of the Office of Personnel for your information
and action, I would appreciate receiving your
comments by 18 June 1971 in order that we may
prepare a suitable reply to the Executive Director-
Comptroller before 2 July. Recommendations 1 and
10 have been sent to the Directors of Logistics and
Medical Services, respectively, for their comments.

o paorZ
%‘ﬁsﬁn W. Coffey

Deputy Director for Suppost, 7D-18 5 MAY 191

25X1

SOS/DD/S tbbt (5 May 71)
Distribution:
Orig - Adse w/cy IG Survey
A - DD/S Subject
1 - DD/S Chrono
1 - SOS Chrono

: | ‘Approved For Rﬁlease 2003/()4§ECREqu84-00780R004000100026-1



STAT
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1



TS Y ‘

X
[

. Approved For Release 20(&2{5@/&2§i.CIA-RDP84-00780R004000100026-1

INSPECTOR GENERAL'S SURVEY
OF THE
OFFICE OF PERSONNEL
April 1971
F. «"
R
_ . ’ . h . = B i
# T ; .fi? ‘

.- Approved For Release 2003/04/29 : CIA‘RDP84-00780R004000100026-1.

;. : 2 e ost S S S = s e

D T R I b b <t T SN A 0 S o L e S e




STAT
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

Next 2 Page(s) In Document Exempt

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1



Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

SECRET

INSPECTOR CGENERAL'S SURVEY

OF THE

OFFICE OF PERSONKEL

April 1971

SECRET
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

SECRET

TABLE OF CORTENTS

SUMMARY AND CONCLUSIONE . & ¢ ¢ « o o o s o o
INTRODUCTION . . . 4 ¢ o ¢ o 2 2 o o« 5 o % s o
OFFICE OF THE DIRECTOR OF PERSONNEL ., . . + « &
SPBO® & ¢ ¢ ¢ 4 5 4 e e sk e e s s e s e
Personnel Cerser Service . . « ¢ v + v o o &
Speciel Activities Staff ., . . . . . . « « &
DEPUTY FOR RECRUITMENT ARD PLACEMENT . . . . .

Recruitment Division . . ¢ ¢« v ¢ ¢ ¢ 2 « « &

Page

10
12
18
2k
24

Staff Perasonnel Divigion . . . . . + o &+ « &
DEPUTY FOR PLARS AND CONTROL . & ¢ ¢« o » + o &
Control Ddvislon . + .« ¢ « « o o o 4 & » o &
Pogition Management and Compensation Diviaion
DEPUTY FOR SPECIAL PROGRAMS . . . & ¢ « & & & »
Benefits end Services Division .. . . . .,
Contrsct Personnel Division . . . . « v &« « &

Retirement Affairs Division . . . . . + « « &

62
67
T4
81
81
109

i

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




»

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

SUMIARY MWD CONCLUSIONS

]
oke 3

racsing fron recruitrent 1o retirement, from position manapgewment to
the control of afficial records of emnloyees, and from atatutory
henetit vprograms such as overseas nospitalizetion, to services such
as travel nrocessing, life insurance, and the Credit Union. ODne
hranch, Personal Affalrs, alone administers 14 henefit and serviee
programs. The versonnel-focused functiens of security, medical
services, and training are of course orsanized snd manaved as separate
components in CIA for reasons of snecializetion and, to ensure maximum
rrotechtion of maws varlicties of sensltive, often anevaluated, infor-
matinp concerning emplovees. Coordination of the work of thesge
persnnnel-orientad componerts oceurs continuously at all levels but
is oriripated most frequently with w»espect te poliey matters under
the aegls of the Director of Personnel.

2. The nersonnel officera nsaigned to each major onerstinms
comnonent of the Avency conatitute the remaining major constituent

of the formal Agency mersormel system. fhoy ensure that the basie
rules of nersonnel administration are spplied congistently throushout
the Ageney apd that the ultinnte axnertise of the 2ffice of Personnel,

the Amency's aenlor command, and the V.G Government sre brousht to

heay oz needed.

5 CRET
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3. We completed our inspection of the Office of Personnel with
very favoreble impressions overall of its health and contributions to
the effectiveness of Agency operations., Desplite the many suggestions
for change or experimentation with alternative pollicies which are
offered in this report, we are convinced that the great majority of
the services of the Office of Personnel are well designed and first
class in quality. We interviewed many excellent officers in this
component who approach the Agency's personnel management problems
with imegination and dedication.

4. There were various circumstances that worked to limit the
range of this inspection. One of the most important was the DDS
project known as the Support Information Processing System (SIPS).
8ix of the ten SIPS subprograms sre aimed at operations of the Office
of Pesrsonnel. SIPS designed proposals for many of the OP operations
are far slong towerd implementation., SIPS is an extremely complex
interoffice undertsking, and it was impractical for our team in the
time avallehle to go beyond generel briefings on its prospects. Ve
have noted at several points in our report that the SIPS work on
particular OP systems loocks professionsl and seems to promise valuable

results. We were uneble to estimate whether the extremely ambitious

1
SIPS oblective of & remote access, time—sﬁared, integrated DDS data

base wags indeed a reasonsble objective so far as the Office of Personnel

-2
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iz conearned, nor how soon the £IPS mlan will prove feasible and
rrudent within the current state of the art in computer software
and herdware.

5, A second consideration influencing the scone of our survey
uas the nreviously Initisted IG inspection of the Operational Services
of the TP vhich was completed in November 1970. That inspection dealt
1n denth with the mersonnel management policles and programs of the
Mandestine Service, and we avoided, for the most nart, goins over
tant rround a second tinme.

6. A third influence on our survev although intangible and
difricult to nssess was the occurrence during the veriod of our
inapection of a deeline in OP worklosd for the three reinforcing
reasons of (a) reductions in Amency strensth--a matter of mansgement
aoticy, (¥) zlowdown and chenge 1p character of Agency mannower
attrition due %o the business slump--i.e., market conditions, and
(¢) the rermilar vinter drop in worklosd in some programs, l.e.,
neagornel varietion. Vhile we found it difficult to identifv under-
employad 07 resources, we pusgest that the 1ikelihood of under-
amployrent should be closely watched and that it invites new exper- V//
iments in econowy along such lines as TDY in lieun of PC8 recruiting, -
une of sontract ermlovees during nesk load perilods in auch onerations _
as central nrocesaing and clerical induction, and adjustmnent of the

wort weel tn Fit seasonal load.

™
I8
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Tt was ovident 4o this insmection team, as 1t has bheen to
orevious teama, that the key to the evaluation of oersonnel admin-
igtratien in CTA lies in appreciation of the sharply drawvn lines
retivesn neracnnel sunport and personnel mansrement functions.  The
Mrector of Personnel stauds aside and apart from the managers of
oparatine commonents ln thelr exercise of the bhasic functions of
gelertine and tesking emploveen, evalusting their verformence, and
nromoting them in the lisht of thelr achlevements. We detected no
trond Loward modification of this historie allocation of management
authoriby.

e Ve talked to virtually all of the Apency's personnel officers
nsulened Lo operating components zmhout their workias relaticnships
with line nasnarers. It waz avident that while some nersonnel officers
merely vrovide technieal services gecording to the rules, others n»layv
a3 very constructive role in identifving and initiating action on

nronlems o performance, career development, and even poor super-

vision. Ve have coneluded tuat a better syatem is needed for the (/

seleetion and develommenrt of versonnal officers. The present--day
wethods are informal and undefined. (uidelines for the development
of nrofessionel nerzonnel officers nre lacking. Hastery of technleal
nrocesses nredorinates historically as the route to senior nersonnel
nfficer anzipmments.

9. e concluded that the Director of Persomnel ougiit to be more

- L.

SECRET
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

arcrepsive 10 coordinating the pelieles and programs of the Apency’s
twenty-three career services. There 13 1ittle or no effort toduy on
the part of the Offlce of Personnel to acquire, analyze, publicize,
snd promote minimum stenderds of practice among the career services.
Tt 13 vorv &ifficult, therefore, for the Director of Personnel to
judpe whether the career services are in good shape or ought to he
doine a zood denl more in such vitsl areas as (a) counselling and
vlanning of careers, (v) advertisine and Tilling job vacancies falrly
and effectivelr, {e¢) econtrolling inflation in fiiness revort ratings.
(1) improving mansgement natterns in desling with marginel performance
ermloyees, and (e) controlling the process by whieh elerical snd tech-
nician emplovees move up to nrofessional positions.

13. We Pound the planning function of the 0Office of Personnel %
misloceted inslde one of the three najor nubdivisions of the office.
mts subomatically introduces problens of perspective and commmication
for tne staff in wvorklng across commend lines. In fact, each of tho
AP Functional components is largely self-sufficient in planning, and

tha Dlens Staff devotea its energles nrimarily to studies levied on

the office hy the top management of the Ageney. We would like to nee
—

the staff draw on a wider range of skills snd experience in intellizence
onerstions and improve its awareness of the planning interests and needs

of the onreer services. He noted a varieby of procedursl, file maintenance ,

CSECRET
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and aanionent nrohlems in 0P whieh were deserving of more atitention
than thev sre sethine, and we have supzested that the office acquirs
aone exnertics in these matters. Valuable shills 1n systems analysis
have heen develoved among the 0P revresentatives on the BIPS project.
Theae OP carcerishs should be brought bach and tasked hy CP once SIPS
is irplewented., e npoted the rather varue division of labor hetween
the Plans and Teview Staffs and forccast that time will bring them
together apain under one charter. Accordinsly, we have recomnended
that all of these canabilities te consolidated into e Planning end
Systewns Ptaff rerorting to the Director of Personnel.

11. Onr survey found the Pesition 'anarement and Comvensation
counnnent understaffed and unable to meet its responsihilities in the
fielde of vwosition deseription and periodic review of jJob structures.
Yha review funetion, in narticulsr, should he utilized in tendem with
financial andit a3 a major management tool of the senior cornand of

he Azency. We have urgad that there he an early review of thia
oneration and thnt approvriste steps he taken to dbring it uo to

sbrensth and optimum performance.

TROCRFET
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IRTRODUCTION

1. Personnel administration in the Arency is the reaponsibilityr

of the Tirecior of Central Intellirence. Ue slone is regponsible for

Arerey versonpel policy, and only he ean order the involuntary sepa-

ration of an ermlovee. Arency emulovees have the right to appeal
wgrsonnel rullnegs of the Drector of Personnel and of operating
officinls, agzaln involviny the DCI.

n, ihueh of the authority with whieh the Director iz vested In

the conduct of versonnel matters is, in fact, delegated

The Trector of Fersomel is rosponsible for the
“ormulation of Apency versennel mansgement, goals,
nolicies, end vropraws. Is wrovides leadershin in
{mnroving the effectiveness and Clexibility of ner-
somel manacenent, assurdng ite conglstency amons the
varion: Oaresr Services of the Arency while givineg due
recgard te thelr differing needs,

The VYasds of Career ferviees are resnonsible for the
armllication and functioning of the Agency personnel progran
as 1t arplies to the members of their Cereer Services.

Senarvisory Nfficisls ere largely responsible for the
davy to fa2yv functioninz of the Agency's personnel program

and provide the essential commmicatlions link witi the
individual emmloyee.

9., T4 will be seen Trom the forepoing that the Director of

Peraonrel 1a o ataff officer in the trmiest sense of the term. Te

presents the Yeoals, policies, and programs’ which he initiates to

=
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the Deputy Tireectors at a meeting chsired by the Executive Director-
Commtreller. The more important of these are then carried to the
MMreetor of Central Intellisence for final avercval. The Director

of Tersonnel rocommends action in all cases of involuntary separation.
In matters of hiring and admitting individuals to the CIA Hetirement
and Dirahility Ovetem he has the finsl voice, subject to amneal to

the Director.

b, TIn sddition to his staff work, the Director of Personnel

headn an office vwhich performs many immortant sunport tasks, and a
career gervice vhich supnlies personnel officers to every sizesble
couronent in the Agencv. A chart of the organizstion of the 00fice
of Personnel is displaved on the Pfacing nage.

5. In this survey we review the activities of the Office of
Paraomel and of the Personnel Career Service; we do not endeavor to
eveluate Apencr personnel nolicles or to review the nerformance of
beads of career services and supervisory officials in implementing

these nolleclesn.

L]
w7} e

L O T
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gECHATY

OFPICE OF THE DIRECTOR OF PERSONNEL

1. At the beminning of the survey, the immediate O0ffice of the
Tirector of Personnel iucluded the Director of Personnel, his deputv,

an executive officer, an assistant executive officer, 2 mpecial

anaistant to the NDirector of Paraonnel, s finance officer, & short-

hand reporter, three secretaries, and an information control clerk.
The Career Manasmment Office, consisting of senior and junior career
wanagenent officers and a secretary, also is located in the front
office., As a result of the transfer of the then current Director

of Pergonnel to the position of Assistsnt Deputy Director for Supnort,
the vosition of executive officer Lecame open. Tt is not the intent
of the presevt Director of Peraonnel to fill 1t.

2. rueh of the tire of the front oPfice is concerned with “speecial
interest” corresnondence. 'This may be defined as communication with
arplicantes or sumleorvees who have contacts with Congressional or high
ranking Executive Branch leaders. In some instances, an apnlicant
nay be trested ns a special Interest case solely because of the in-
fluentisl status of one of his nelrhbors. These cases recelve detsiled,
exnpeditious handling st all front office levels within the Dffice of
Personmnel. Considerable tire is devoted to drafting and proofresading

of resmnonses. In many instances, the functionsal resvonsibility for

S |
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handlings s communication belongs to one of the divisions, but the

concern for potential repercussions of a tactless or improperly

drafted letter is so great that wultinle layvers of supervision and

checks have been established to prevent such a slip. The Specisl
Assistant to the Director of Personnel, the Assistant Fxecutive

OfPicer, the Deputv Director of Perascunnel, and the Director of
Peraonnel are all likely to review the same letter. This tends o
dilut= the sense of responsibility of the division without a corres-
nonding reduction in workload. Indeed, the duplication invelved 1n

the review process increases the workload for this partieular area

of husiness. Perhaps equally effective control could be assured hy

tvo stevs: (a) strictly definins the parameters of a “special interest'
case and (B) giving more resvonsibility to the division for the fin-

ished nroduct.

7, One of the most anparent problems confronting the 0ffice of
Personnel ig space. There is & lack of spece in those locatlons
specifieally deslened for handling peonle-oriented activities of the
office. Tab A illustrates the present ares sllocated to each of the
major =lements of the Office of Personnel., UThis pictures the guantity,

and indicates a less thap adenuate allocation in some areas. It does

not sneak to the guality, which is drab and unsuitable to the Punetion

10 -
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in far too many cases.
4, Those snaces of the Office of Personnel which are utilized

in meeting peovle and solving thelr versonal problems unlversally

lac privacy and are overnopulated and cheerless. The Retirement

Divizion is located away from the main building in a site whieh is
{nconvenient sand time-concuming to reasch. The Special Assistant,
wvho desls exelusively with adverse action separations, occupies space
remote Trom most of the people of the Agency.

5., The 0ffice of Medicnl Serviees also relates to the employvee
in japortant and confidential natters. Tah B 1llustrates for purposes
nf eoaparison the space allcoeation for Yedical Servicez. Ve helieve
the firures speak for themselves, Consultation with Yedical Services
i3 routine snd generally accepted by all. A great many of the instances
in which the employee consults with the Office of Peracnnel , howvever,
involve serious personal problems or a breakdown in cammunication and
understanding between the individual end his Career Service. There
is an underlying emotion in almost all such situations that should be
dealt with in surroundings of calm and privacy.

Recormendation No. 1

Trat the Deputy Director for Suvport review the snace
priorities of the Support components and make such moves

a5 are needed to provide adequste, suitable space to the

nerice of Personnel at the headquarters building. The alnm

shnuld be to centralize those services concerned directly

with peonle and their problems at the expense of thoge, in-

eluding programs of the Office of Pzrgonnel, concerned with

the manipulation of things. Particular emphasis should be
placed on the accessibilitv and decor of the faeilities nrovided.

- 11 -
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6. Tack of adequate janitorial and related sunvort services
in the “agazine Building proved to be the sinrgle most frequently
cited source of irritation we encountered durinrs our revisw of the
spece situation in the Pomslyn area. ost employees in the Rosslyn
buildings had simply given un on the issue of parkins space. We
found no reason to doubt the assertions that were made to us by
ermloyees working in the Magazine Building thet rest rooms are fre-
auently out of supnlies, floors g0 uncleaned for long periods, air
conditioning filters are not replaced, and venetisn blinds and walls
are visibly filthy. The situation deserves the term disgraceful, and

ve agree that the staff is fully justified in thelr indignastion. Ve

dizscussed the situation with the Director of Logisties, who reported

that the Ageney and the General fervices Administration had sougsht
redress on many occcasions without success. A nev review of the
situation was bersun in larch 1971, looking to possible relocation of

Agency tenants from the Magazine Building.

Personnel Tareer fervice

7. The Personnel (SP) Career Service has a population of about

memhers., are clerical, the remainder are

seni-prefessionels and professionals. Some ire assigned to other

components of the Agency, ten are normally in training status, and

the remainder are in the central office.

- 12 -
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OFFICE OF MEDICAL SERVICES
{Average Sguere Foot Per Person)

0ffice of the Director

Selectlon and Processing Division
YA~ Process and Seleetlon
felection and Processing
Pavehiatrie Staff

Pavehologieal Services

Recention Ares

Field Support Staff

Suppert Division

Clinical Division

ALL SPACE
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OFFICE OF PERCONNEL
(Averape Square Foot Per Person)

Office of the Director
PA-Dlacenrent Division
Recrultment and Placement /WARO
Recrultment Division

Tersonal Affairs Branch
Snecial Activities Staff
SA-Contrsact Personnel Division
Retirement Affairs Division
Retirement 0.P.3. Branch
SA-Central Processing
Insurance Rranch

Credit Union®*

ALL SPACE

#xcludes lobby area of /00 square feet.
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8. A small number of professionals served vith CIA's predecessor
organizations. During the early yesrs of the Agency's exlatence this
group was auguented by the reeruitment of a considerable nunber of
trained personnel officers fron other federsl agencies, Since that
time the Personnel (areer Service hag aecepted a number of experienced
officers Trom other commoneats of the Agency and has dene & modest
anount of vprofessional recrultment, The lower professional grades
inelude a substantial number of officers who were originally recruited
28 cleorks and who have moved up the grade ladder by dlsplaying inltia-

tive, intellicence, and natural enersv.

4. professionals hold baccalaureate

degrees, and 3L, masters deprees. Xey positions in the service are

occupied br exverienced, energetic, and intelligent officers. An
sbitious voung officer entering the £P Career Service has a chance
to move uv Into a positlion of responsibility and may even aspire to
vromotion to supergrade if he reaches one of the five senlor pesitions
in the service. Although headroom is limited at the top of the SP
Career Serviee, nossibilities for advancement exist elsevhere in the
Support Directorate.

10, The Director of FPersonnel has made a detalled study of his
service in vhich eme, grade, and rate of sadvance sre hrought to the

fore. Tt was found that T2 percent of all professionals above (S-10

- 13 -
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are over Wi vears of aze. k2 nercent of this same group are over 50.

Half of the rersonnel in grades i to 10 are over 40; only one offlcer

under are 40 has sttained grade 13. These figures indicate that there

w11l be = econsiderable turnover in Personnel during the next twvo
decndes. Tersonnel's hiring, training, and assignment policies will
Le vut to the test.

11. Asgicnments and nromotions are handled through an egtablished
Career Service nanel. Senlor officers of the sarvice initiate many
of these actions. The ably led Career “anazement gtaff funections as
secretariat to the vanel and provides an important link between top
manazenent and the average emplovee. The Senior Career Management
Nfficer hasz placed emphasis uvop the introduction of new blood Into
the Nffice of Personnel at the profeasional level. He has actively
reeruited Cereer Trainees into the service, and has concerned himself
with their training and develomment., Ie encourages rotation for
tyeaianing purpoges, The Career Venagement Staff enjoys a good repu-
tation throughout the zervice becanse of its oven~door poliey and
hecause of 113 willingness to dlscuss employment matters in an honest
and frank way. This office plays on important role in the handling
n? clericsl assisnments.

12. Ve were struck by the lack of clarity that exists in the

minds of many concerning the distinctions which must neceszarily be

- 1h -
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dravm hetween the wory of the elerk, the technician, and the pro-
fegsional. Thase three caterories of jobs ere not sharnly delineated,
and thepre are no set standards Tor transition from one to the other.

Ad hoe declsions concerning promotions and assignment have tended to
erode such standsrds as have been estshlished in the past. Ve believe
thia sttuation can be corrected by establishing standsrds for different

tvnes of SP careers.

Recommendation Ho. 2

That the SP Career Service be divided into three
eatesories: clerical, techniceanl, and professionsl. Tt -
is further recommended that the 5P Caresr Panel specify
gualifications to be mresented bty individusls in order to
enter theme career servicea. It is also recommended that
37 carcer Joha then he keved to the apnroprlate career
services in order to assure consistent career management
practice within each of the three bLroad catepories of
ownplovees

® e & 2R 8 R

13. In the lest three vears the Office of Personnel has initiated
a resular nrogram of snonsoring persomnel in academic training progrems:
on both a full-snd part-time basis. This commitment to the develop-
ment of a sophisticated service has raised the morale of the younger
employe2s. It 43 also developing a nucleus of younger personnel
officera who themaelves have some type of comnitment to the office

and who Tecl that they exert some influence on the choice of goals

- 15 -
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off the office. Fo far, however, OP has tended to sponsor this train-
iur on a relatlivels Lgvhezerd bessis. The office has established
muidelines for the length of sponsored trainine. Tt has not eatab-
lished requirewents for the type of trainine.

1k, ¥Without ruidelinez relative to the scademic dlsciplines to
te pursded, the office runs the danger of heins short-changed. There
are branches of knovledge vhich affect rersonnel management which may
be slighted. These could include such areas as advanced clinieal
pegychology, the hehavioral seiences, ineluding the dynamics of group
interaction, and the acoulsition of operational research tools. Human
uature heing what 1t i{s, the student may nursue the "soft” subjects
rather than hard discielines, if there is not some authority exerted

by the offlce,

Recommendation No, 3

That the Director of Personnel establish, as part of
his career management program, s plan vwhich would identify
the seademic skills needed to nwrovide a bnlanced staff and
that he reoquire 8P careerists undergoing training to take
those courses that are most needed by the office as well as
those tuat sre of partieular interest to the individual.

15. The upper end of the trainine gvectrum has demonstrated a
dynamie growth. The lowver end of the apectrum has, in our oninion.

been gsomewhat neplected. We find that the basic training, the acqui-

sition of skills and techniques, has been unevenly applied to the new

t’; T
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morbers of the SP Career Service. In our interviews, the wvoung
afficers frequently expresged concern over their lack of nreparation
for new susisnments. Jobs were frequentlr described as "gink or
giwim.” Tndividuals who have transferred hetween major components
have expressed hewllderment sud some resentment because the knowledge
gnined on the first Job d4d not transfer to toc second. Syeh indi-
wldusls felt that thay vere disanpointing the component to which
assirned and were serving as poor representatives of the Qffice of
Personnel,

14. At one time, the Office of Personnel puraued an informal,
intornal training program whieh was called "Curie Collere.” This
was & learning aituation conducted both during and after working
hours whieh deliberately sought bo acrguaint the junior officer with
the skille snd techniques which underlie the manirulation of per-
sonnel within this Aeency. This progras has been long since dis-

continued. Comething similer seems to be needed, The office does

conduct orisntation programs for new employees. These are haphagzardly

applied but ave hetter than nothing. Tt is our feeling that n more
arbitious program would he very valuable.,

necommendation No. b

mat the Director of Personnel initiate an internal
nfrice of Personnel training prosram for new careerists,
deslcned to mive such careerists a knowledge of the funda-
mental skills and of the Office of Personnel.

- 17 -
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17. Ve have urged at various points in this renort that the
zenior s»eeciarlistas in contracting, insurance, retirement, and the
handling of sdverse action cases, for example, conduect seminars for
personnel officers to develop and maintaln their ecompetence in the
Important functiocus of their profession. The moals for tralning
nev and established career officers arc complementary, and the

prozram: should be coordinated.

Speeial Activities Staff

CIA against the departing employee. A1l of this latter categorv

were handled by the Speeial Activities Staff (3A8). It is indicative

of the maturity of the adverse action svstem that all but one of these
cases ended in resignation or retirement in lieu of termination by the

Tirector.

12. The BAT was established in 1757 to remularize the handling

of this most difficult and sensitive sector of personnel management.

It operates with ineluding the ehief and his deputy, a

third officer who concentrates on clericsl snd anplicant cases, and
5 stenotypist who records formal hearings and handles a miscellany of

screening actions on emvlovees beins considered for external training,

#Thia Tizure does not include those recent ermlovees sepsrated for
aacurity or nedieal reasons.

-~ 18 -~
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evards , and carcer status. There are two secretaries who share the
maintenance of axtensive case records.

20. The chiof and deputy chief have headed the SAS from its
inception and have accumulated an impressive 'feel” for the do's and
don't's of menaping adverse ection cases. SAY is of course u staff
arm of the Director of Personnel, snd in this sensitive area the
senior command of the Apency is also frequently involved. The Chief
of BAD considers that line supervisors todsy show consideratle improve-
ment in thelr handling of difficult personnel cases. Certainly, SAS
itzel? through the vears has greatly improved its informetion sources
and has become far more effective and useful in counselling on case
nrocedure. SA°N considera, however, that delay on the part of oper-
atins eomponents in surfacing persounel problems to the Office of
Pergonnel. continues to be a major source of difficulty in the manage-
nent of adverse action cases.

21. The irmortance of vrompt and effective resolution of suit-
abLility cases has given rise to thrse vanel or hosrd mechenisms
desipned to assure coordination of effort between the Offices of
Tersonnel, Security, and Medical Services., The Svecial Activities
fiaff reprezents Personnel on all three.

2. The first of these, the Applicant Review Panel, deals with

auestions of suitahility raised during clearance and TOD processing.
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Muring TY-10T0 the panel revievwed €72 cases end recommended digs-
qualification of 278 applicants.

53, The second of the mechanisus is the Overseas Candldate
“eview Panel. Mmerating eomponents are required to declare their
nordnees for overseas sszsigrment tidrty days in advance of departure.
“ecurity, Yediesl fervices, and Personnel echeck their records for
indiestions of sultability risk and meet to deliberate on horderline
enses. One thousand eight hundred snd twelve candldate records vere
rrocessed in TY-1070, of which 61 received panel evaluation. Seven
of these ended in disepproval or deferment.

nh. e ehecked the record of vremsture termination of overseas
assiosnment in order to form an opinion on the effectiveness of the
oversens candidate review mechanism. We found that premature returns
occurred at a rate of about 100 per year in FY-1970 and that ebout
one third of these were due to unsuitability. The 1964 inspection
of the Office of Personnel recormended that a post mortem be prepared
on each such sase with particular emphasis on the evaluation of the
nerformence of the supervisors involved. The recommendation was
sceented and imnlemented, but we found that the number of poat mortems
vrenared in TY-1070 was down in volume to the point of disappearance.
SAT pointed out with conslderable Justice that the documentation in

each case tended to he incomplete and suspect and that supervisors

Ll
A
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were extremely sensitive to eriticism of their handling of delicate
situations by someone not on the spot. Ve accede to this view of the
situation.

25, The third of the mechanisms is the CIA Personnel Evaluation
Board. It is composed of the heads of the three DDS offices noted
shove together with sppropriate Directorate and Office representatives
and is invoked to deal with precedent setting issues in adverse actlion
situations. It handled 17 cases during FY-1970. Ten of the cames
were concluded by resignation or retirement. The balance were re-
solved at least temporarily by varnings, reassignment, or other
corrective action.

26, The inspection team reviewed a number of case files in SA3

seeking to form a judgment on the fundemental fairneas of the entire

system. We were concerned about the emplovee's means of defending
his rights and interests during the processing of his case. Ve wished
to determine whether the voung and immature employee is seriously
disadvantaged in comparison with the older, betler educated employee.
We looked for evidence on the matter of giving employees a second
chence and a fresh start in breakdown slituations.

27, Our eventual answer to these questions is that the Agency
must look to the using comnonent to welgh such metters of equity and

to provide the employee with a decent chance to prove himgelf. By

s
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the time the case has reached SAS the issue ig plainly one of resolving
the breakdown in the relationshlp betwaen the employee and the Agency
as expedltiously as possible. At the adverse amction stage the SAS
objective 1z leas a matter of asalpgning responsibllity than one of
closing out the case promptly and with a minimum of confrontation,
bitterness, and publicity. We judged thet the performance of 3AS
had been =0 successful in these regards that there were no grounds
for advoesting mejor change in the syntem and procedures.

28, Having reached this general conclusion, we hasten to add that
CIA ecan still do a great deal to improve 1ts performance in handling
employee sultability problems and that SAS shares the responsibility
for achleving improvement. TFirst of all we would like to see the
Psychologlical Services 3taff/OMS do more follow-up studies of suit-
8bility cases. After all, 141 adverse action cases in FY-19T0

represented 7.5 percent of all separations. There are obviously

many more ¢ases in the pipeline for eve \Ene that has moved into the

i

terminal stage. All of these employees hed some EOD personality

testing and evaluation., Improvement in the predietive value of
initial testing would obviously pay rich dividends in reducing pro-
cessing and management costs.

29, Ve advocate in this connection as well as elsevwhere in

this report that the Director of Personnel pursue a more aggressive

SECRET
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course in counselling employees. He should train his career per-
sonnel officers assigned to operating components to be more sensitive
to employee carser nlsnning problems. Ve detected on various
occasions that personnel officers in the operating components were
supine in their anmroach to employee career interests and to the
problems of individuals facing possible adverse action on the part

of fneecial Activities Staff. The employee vho has become desperate
about his inability to change his situation and who needs an inde-
rendent review of his nroblems should be sble to take his case to
Personnel, The emnloyee ecounselling provided todsy by the Personal
Affairs Branch of the Office of Personnel is concentrated almost
exclusivelv on such matters as loan payments and misconduct. Prime
resnonsibility for effective handling of easch employee rests with the
immediate supervisor, but there must also be backup mechanisms. In
the CIA personnel system these seem to be either nonexistent or ex-
tremely vague in their delineation.

30. Ve would like to see the Speeial Activities Staff, with the
collaboration of the Office of Medical Services when appropriate,
communicate its experience and advice to surervisors and personnel
officers concerning frequently occurring categories of personnel

problems. We have in mind aleoholism, poor performsnce related to

mental health vroblems that invite the asssistance of the medical staff.

- 22 .
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DEPUTY FOR RECRUITMENT ATD PLACEMENT
7 g
1. This deruty presides over the one unambiguous, logically
constructed cormonent of the Office of Personnel. There are no

surprises and no special arrangements. Fecruitment and placement

nre the commonent's only funetions.

3. The deputy is deenly involved in amassing and analyzing

ot

swmary mannover data in suvport of his front office and of 0/PPRB

and ton management levels in the Agency.

Recruitment Division
L. The Recruitment Division (RD), one of the three divisions
under the Deputy for Recruitment and Placement, consists of three

hranchas: TFleld Recruitment, Washington Area Pecrultment, and Co-

and cooperative programs - 1. This iz the T/0 that the division
- 28 -
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must meet by 30 June 19T71. A reduction i{n the field recruiters from
18 to 12 currently underwsy wlll accomnlish the cutback.

5. The division has had a complete turnover of top mansgeuent
during the past 18 months. The new division chief (field exverienced)
and the new deputy chlef (hesdquarteors and field experienced) are s
well balanced nanarement team. They are keenly sware of the role the
recruitment function plays In the Office of Personnel and in the Agency.
Success 18 measured by the proper flov (numbersz) and mix (types) of
applicasts to meat requirements. During periods of Azency expansion.
whnlesale recruitment served the requirements fairly well. A different
gituation exists at present. Reduced ceilings, a sluzgish labor market,
and confrontstion problems on ecammuses have altered the baaie anmrosach

to recruitment.

Field Pecruiting

4. The field recruiters sre dedicated employvees, and they are
enthusiastie ahout thelr Jobs. The majority of them have put deep
roots into the regions whieh they service. ilistorically, the recruiter
has been treated as a separate breed. The job has been non-rotationsal.

The indlividual recruiter has come to loock upon his area with a feeling

of possesasion. A senarate "career service” for recruiters was estab-

lighed in recognition of this.

[ B rad
[DCI
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7. The field recruiting avpparatus achleved its present form in
the early 50'a and has continued to onerate in about the same way that
it did when first established. However, during recent years Agency
requirements have chanred, and & number of innovetions have bheen made
in reeruiting which tend to bypasz the field apparatus. In the early
davs of the JOT procram it was believed that this program would supply
the majoritr of the Agency's needs for nrofessional people, certainly
for the type of »rofessional that is sufficiently broad gsauged to be
able to move up into senior positions of rnanarement. In recent years
it has been our exverience that many of the hest professionals recruited
ddrectly by DD/SET, DDI, end even to some degree DDP, although apecial-
ized academically, are endowed with a potential to grow and to broaden.
this exnerience has led to increasing emphasis on specislized recruiting
and a larser role of the suhstantive offices In this activity.

8., The 0ffice of Persomel has recognized the lessened demand for
racruits and is now reducing its staff for recruitment of nrofessionals
fror 18 to 12. This is pood manasement. A growing majority of our
ecandidates are exercising the inltiative and apolying to us either by
direet corresnondence or versonal visits 4o the Washington area recruit-
ing offlee. The field recruiter is providing a valuable bhut lessening
pereantace of the whole. Indeed, in some regiona, the activities of

the Pield reerulter are essentislly public relations in nature. He is

- Oh .
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showringe the flae in a discreet, unobirusive manner.

3. A serious question for ultimate resolution by the Director
of Personnel 1s the continuation of the present nattern of rezional
fleld recruiters. The Agency noliey of national representation does
require the capeblility of recruiting from all areas of the country.
Howvever, the presant low level of recruiting naturally raizes the
question vhether all or at least part of such recruiting could he
done nore efficientlv and lems expensively by ™Y from the Washington
ares,

10, One posgible solution which we find sttractive under present
conditions is & compromise between regional fleld reeruiting offices

and TDY, This spproach would reduce the number of regions te four or

five. The major dbject;ves of these individusals would be to maintain

contact vwith the universities and colleges of the region and to serve
as an information point for potentisl applicants. During the "recrulting
sesaon,” the in-place personnel would be supplemented by TDY personnel
from the central office or from various components. The supplementary
persommel would be selected on the bhasis of their age, general Agency
knowledze, and ability to cormunicate,

11. The recruiters have for the most pert been in place for long
perloda. Many heve grown to middle age or older in their nresent jobs

and in their present locationsz. Some have had no Ageney experience

- D7 -
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excent as recrulters. Thelr knowledge of the Agency as it is today
and of the nositions to be filled is neceszarily superficial. A
serious question conld be asked as to the abllity of these individuals
to nroperly renresent the Agenev to the college vouth of the TD's. We

see 1ittle validity and some imnortant penalties in the continustion

of a separate existence for recruiters. Ve feel that such an important

function should be closely integrated with the dynamics of the Agency.
Recormendation Ho. 5
Thet the Director of Personnel:

8, Abolish the senarate "career service" for
recrulters, consistent with the career needs of those
recruiters who sre approaching retirement;

b, Viewv recrniting assignments as rotationsl
rather than permnanent in nature;

¢. Assign younger personnel who are in closer
cormunication with the university nonulstion to the
recrniting function on either a TDY or five-year cyole
rotational hasis;

d. Conduct a study to determine the feasibility
of conducting all recruiting on & TDY basiz from head-~
guarters: and

&. 7PThase this program in such a way that it will
minimize the hardshivns for those loyal and devoted

recrulters who have spent their entire Agency lifetime
in this oeccupation and who are now approaching retirement,

LA A B 2 K-
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12. The field officez are cxcellent from the standrnoint of space
and location. The recruiters are supported dv contract secretaries,
some of whom are nart-time. The practice has arisen of fixing rart-
time workineg hours to the convenience of the secretary. Thus, some
field recruitment offices have elected to do without secretarial
coversge on selected days of the week. These uncovered davs may
colncide with a field trip by the recruiter. In such instsnces, the
offices are rowmpletely uncovered, and the anplicant who televhones
recelves a recorded snnouncement of this fact. If the field offices
ars worth having, ther are worth mamning.

Recormendetion No. 6

N

That the secretarial hours in all field offices be
established in such a Pashion as to ensure an office
Tresence every weekly workdsy,

Washington Area Recrultment

13. The Yashington Ares Recruitment Office (WARO) is the larzest
and the most diversified of the Agency's recruitment operations. The
staff, consisting of three professionals and three cleriecal employees,
is located on the rround floor of the Ames Building in Reaslyn. A
recruiter resnonaible for field reeruiting in Marvlend, Virginias, and
West Virginis shares the aquarters and surport arrangements but takes
her direction from the Field Reeruitment Branch.

1. "This office handles a high proportion of applicants wvho take

- 20 -
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the ipitistive to seek out the Agency. Tnecluded among the daily inter-
view load are students seeking employment advice, visitors from other
narts of the country, cranks and curiosity seekers, and both pro-
fessional and elericsl spolicants who are serious about obtaining
employment with CIA.

15. The Washington office is staffed bv a veteran crew that
nerforms in the limelight with poise and efficiency. The possgipility
of aizappointment and misunderstanding is always present in the contacts
with applicants, but the office has an excellent record of avoiding or
minimizine, such reaction.

15. Part of the reason for the effectiveness of this office is
the vroximity of its staff to 1ts customer offices and to its chain

of commend. 'Inlike the distant recruliment offices, this staff can

plck up the phaﬁe and clarify a reguirement or arrange a Joint screening

interviev in an hour's time.

Co-operative Programs

17. The primary and ultimaete objective of the co-op and sumer
intern nrozrams 1s selective recruitment. Aimed at hard-to-find skills,
the nrograms are restrictive in scone and are nurtured as apecial nro-
rrams by the NPfice of Personnel.

18. The Svecial Assistant for Co-onerative Programs is directly

responsible to the Deputy for Recruitment and Placement. The present

- 30 -
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ineumbent is a supercrade on asgigrment untll retirement. At that
time, it is planned to assizn the position to the Recruitment Division

and eastabhlish 1t at a2 lower pgrade level.

Summer Intern Progran

17, The Zumer Intern Program, originally started in ¥PIC and

TAS dn 1055, was expanded in 1967 to include other offices in the DDI.

Tirhasls was oiven to advanced students in China studies. Proving
guccessful, the program was expanded in 1068 to include students in
the “iddle Fast, Soviet, and Southeaat Asia study areas. During the
past surmer (1270) 30 students were selected from some 20 colleres
and universities and assigned to eight Al fferent offlices. Plans
projected over the next five years csll for mainteining this program
at approximately the current level., ‘The sesrch for candlidates for
this program has bheen handled by the field recrulters.

20. "Te success of this program must be Judged by the retention
rate of the students az full-time erplovees, their desire to return
for a second or third sumer, and the impact they have on building
the Agency's image on earmus. Of the 20 summer interns on board in
1970, nine have accepted full-time employment and ten are planning
to return in 1971 (31x had not wet responded as of January 1971,
three ave unavailable, and two were rejected). This retention and

returnes rate appears to be most encoursging. These students, mostly
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at the graduate leavel, relatively mature, and fully cleared, are
atforded s uninue opportunity to evaluate the real CIA. Trom ‘exit”
intervievs snd returnees there is strons evidence that this nrogram

in ephaneins the Agency's imase on esrmus.,

Cooperative Tducation Tropram

21. Tike the Summer Intern Propram, the co-op progran’s ultimate
aim 12 selective recruitment. The Office of Communiecations first
develoned a small program in 1962. TIn the ensuing vears, other
offices loined tne program until ecurrently there are apnroxinmately
150 co~on students from 17 universities assigned to nine couponents
in the Agenev. A current effort is being made with the administrations
of five Hegro schools to increase the number of Hegro co-op students.

To date onlv two Wegroes have heen enlisted in the program. The

current five-vear prolectlion calls for increasing the nunker of co-opn

astndents to spprozimately 150, and continued association wlth about 20
gehools,

22, Peeruitment of co-op students does not involve the fleld
recruiters as does the Summer Intern Progrsm, Arrangements hsving
heen nade between the Arency and the norticipating schoola, actusl
student recrultment 1is handled by the Special Assistant and members
n? the CI& cormonent concerned., Campus vigits are involved, but

contact is directly with the college administration (frecuently =a

32 -
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desn) rather than the Placement Office. The problem of campus
confrontation does not weigh heevily under these conditions.

23. Originally concentrated in the physical sciences, the
progrem has been expanded to include business administration and
asccounting. Consideration is being glven by DDS to expérimentation
with students with general arts and science backgrounds. As of late
December 1970, the following components are involved in the Co-op
Program:

Component
oc
NPIC
0Cs
TSD
FMSAC
OF
Audit
0sY

24, The spring of 1970 was the first test of how effectively the
program was accomplishing its goal of retaining gradusting studente as
full-time employees. Of the 22 who graduated, 13 (59 percent) accepted
full-time jobs with the Agency. Nine will graduate in 1971, all will
receive offers. It may be significant that those not accepting our
offer for full-time employment did so for educational or military

reasons, not because they were taking jobs with industry or other

parts of the Covermment, The national average for co-op retention
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1z 8% percent.

25. One hundred and fifty-two (152) students have been or are
ilnvolved in the co-op program to date. 07 these, nipe have withdrawnm,
“our hove been asked to leave by the Areneyr, and twenty-two have
accented full-time emplovment after graduation (55 percent of those
rraduated). Yomen revresent gbout 10 percent of the total.

Ph. We find the Coorperative Zducation snd Summer Intern Programs
sound in theors {(objectives), well organized, carefully managed, sand
of reasonshle size-—curront and projected. Thev are excellent vehicles
for selective racrultment and very full sznessment of candidetes fof
wrofessionsl emmlovment. Theyr nrobably play a very useful role in
ephancing the Arency's imsse on the camrus scene.

27T. An iwmportant key to the success of these programs ig the
sariousnsgs vitn vhich line management coorerates with the Office of
Personnel. Ve £ind strons suonort for the programs in the offices
concerned, narticularly for the co-op prosram. Several conzider it
thie wnle or mnjor source of racrultment. We found no evidence of
nake-work situations involving these students, they earned their heen,
and mansgement heo heen pleased with the hiesh quality of the pertiel-
»ents,

28, Promprt and full security clearances Tor students in these

nrocrans 1s an important inrredient. The Office of Security has

- .
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coonerated fully with the Office of Personnel in this respect. Ve

feel that it is imnortant that this continues unabhated.
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Staff Personnel Division

33. The Staff Personncl Division consists of five branches: the

Professional Selection Lrsnch, the Professional Placement 3ranch, the
Careayr Training Persomnel Selection Branch, the Clerical Selection
Jranch and the Correspondence and Applieant Records Branch. The role
of’ the divizion is to assizt the operating component in the selection
of annlicants for emplovment, do the necessary processing of personnel
to enter them on duty to the Agency, and to execute the necessary
documentation relative to their initial essirrment, During the interim

between the Tiling of an apnlication by the individual and his entrance

-~ 37 -
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on to duty, the Agency meintains contact with the applicant through
elither the Selection Branch or the Correspondence and Applicant
Records Branch. In asddition, the division monitors personnel actions
subsequent to initial employment and performs the necessary authen-
tication for the Director of Personnel on actions involving

reassignments and promotions.

Selection Branch

34, The Selection Branch has three officers, ineluding its
chief. The branch performs three basic functions in proceasing
applicants for professional employment in the Agency. It matches
applicants' skills with known requirements of the various components,
notifying the versonnel officers of the components of the applicant
files received and the skills of each candidate. The files are
available for review by the interested components. The branch also
operates a common access file of applicant folders which is known as

the Skills Bank. This is available for reference by components for

placement of personnel. Finally, the branch serves as & reference

and proceasing point for applicants who have bean selected for employ-
ment, also notifying unsuccessful applicants of the vesult of their
application.

35. All professional files go first into the 9kills Bank unless
the applicant possesses a specialized skill, such as electrical engin-

eering, which automatically limits the number of offices interested.

. 38 -
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In such coses, the files are sent directly to the potentially inter-
ested offices in order of their spparent need. After the file has
been available in the bank for seven davs, it is retrieved mnd gent
to those officen indicatine an interest, again in order of relative
need. If no interest is indlcated, the seleetion officer may judge
that the skills and talents revresented Ly the applicant should be of
interent to a comnonent which has not so indicated. In such instances,
the selection officer will initiate direct necotiation with that
component. A rejection letter is sent to the applicant only when
there iz no expression of interest fortheoming from either the Skills
Tande or direct negotiations.

3. The selection rrocess 1s essentially a brokering function.
The selection of'ficer must be aware on a continuing basis of the needs
of the various offices of the Agency. The matching of skilla with
manpover retuirements of the various vositions involves considersble
Judpment on the npart of the selection officer, in reading betveen the
lines to ascertain the skill level of the apnlicant.

37. There are three selection officers, inecluding the branch
chief. As intimeted in the preceding discussion, much of the activity
of the individusl officer is concerned with the physical review and
Torvarding of files. There should be nore face-to-face relationship

hetween the selection officers and their customers, the operating

-39 -
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i
officials or the comnonent persconncl officers. It is easy for the
sel?ction officers to Lecome overly concerned with the form and proce-
durés of vhat thevr &re doing rather than the substance. It is also
eas; For their knowledge of comnonent needs to become superfielsl
under such circumstances.

- Necommendation No. 9

| That the Selection Branch develon a proegran of

scheduled visits to orerating comnonents.

38, The mrocessing function consists of advising the applicant

Q
b
P> A

iz status, ansvering his gquestions, solving his vproblems, and

q

4
&,

e
=

3

LAY

m the necessary appointments to complete his processing. This

iz carried on by a groun of females at the 63-7 level and iz con-
|
sidéred to be 8 seml-professionsl task. These individuals demon-

stréte concern, skill, and comitment; thov are to bhe commended.

i
' 32, Oral communications with the combonents frequently develop

i
ndditional information on the reasons for rejection or accentance of

an anpnlicant, Such tlidbits and frerments of informetion can be of

preat value to the field recrulter in assesgins the potential employ-

I

ment of Interviewees although, unfortunately, such feedhack has been
i

1imited in the rast. During the course of our survey, there has been

& dglilberate effort to improve both the auality and quantity of

information to the field reeruiter. The ultimate result of this
|
. T
crcecrnmT
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effort should be to permit more selective recruiting. Ye encourare
this effort and recomvend its expansion on the grounds that the more
nertinent Information the recruiter has, the better will be his

nroduct,

Placement Branch

oo The Pfofessional Placement Zranch is the focal point within

the 0ffice of Persomnnel for the nrofessional emnloyee. The Selection
Brench 13 concerned with the individusl up until the actual moment of
entrance on duty. At this voint, he becomes the responsibility of the
Placement Branch and remains under its cognizance throughout hia
carcer. Many emplovees have no recourse to the services of this
branch. Cthers do have consideralle referral to the branch.

L1, The branch consists of a Lranch chief and three placement
officersz, all at the GS-13 level. UWach of these individuals i
reanonsible for one Agency directorate. Thelr dutles include coun-
selline, erranging trensfers, monitoring the career service grade
averas~s, and authentieating all nersonnel actions initiated by the
comnonents. In sddition, during the course of thia survey, respon-
sibility for conduct of the nre-exit interview was trangferred from
Personal Affairs Dranch of Beneflts snd Services Divizion to this
tranch. The branch also conducts follow-un interviews on new emnloyees

on the occazion of their initial fitness revort., Thus, the placement

- k1 -
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officers are in s rood position to keep their fingers on the pulase of
the Mrrency professional employees. They can perform s valuable aervice
to ton manasement from this vontage point in terms of recoznizing
trends, attltudes, and incivient nrohlems.

h2, One of the princival purnoses of follow-uvn interviews is to

identify omployee attitudes toward the Agency. An interview late in'

the first vear is certainly useful in identifying those individuals

who are eilther fully sstisfied with theilr vosition or who are completely
diasatisfied, We believe it is of 1less value in determining more

suhtle aanects of the individual's relationshin to the Agency, because
of lirited emplovee exposure durine the first vear to many asnects of
kreney 1ife. An interview progranm at the end of the third vear of
ermlorment wvould, we think, develon additional and deeper insights

into ermployee adjuatment patterns commlementary to those obtainable
from the vrazent prosrsm. e supzest that the Director of Personnel
investizate such an supmented interview vrogran on a sample Gaslsg,

43, Az with the selection officers, there has been a marked ten-
dency for the vlacement officer to let the buziness come to him. VWhile
they nave not heen as passive as the selection officers, greater face-
to-face contsct with the commonents heing serviced would he valuable.
Likewine, these professional vplacement officers are not in a position

ta devote an much tine Lo the individual as e think is desirable.

- Lo .
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There are two imnediments to the full exvloitation of these inter-
views: one i3 manpower and the other workload. There are only three

nlacenent officers sctively engaged in supporting the four directorates.

This means responsibility for professional gmploveen noY

nlacement officer. This retio does not permit the careful and thoroush
stteontion that the function deserves. In addition, the task of authen-
+icating all personnel actions consumes sbout one third of each

officer’s work-vear.

Career Training Personnel Selection Branch

Lh. Thiz two-man outpost of the Office of Personnel works closely

with the OT Program Staff in OTR. It is responsible for nrocedural

asmacts of initiesl selection prior to 70D snd for maintenance of
nersonnel records of CTs during training. The Program Staff, on the
other band, is chsrged with responsibility for £inal selection and
careay management of the trainee in the true sense of the word. It is
ataffod with veteran officers from the directorates who occupy OTR
alots on tvo-vear asslignments.

hG, H4h the cutback of the CT Prosran in February of 19Tl
to tuwo classes of 25 each ver vear, poth of these supnort unite have

hegun adiusting to reduced workload.
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Clerical Staffing

46. The Agency's system for processing end placing ineoming
clerical employees is being managed by recently appointed officers
at branch as well as division level. Under the stimulus of their
fresh viewpoints all aspects of the system are being thoroughly
re-examined. The presence of a veteran staff combined with the new
leadership augurs well for this program for the next few years. The
benefits of change are already visib}g at many points and constitute
strong endorsement for extension of the practices of (1) exggsipg
rising managers to a broad mix of personnel operations, and {2) meking
frequent enough changes in command in each component to reduce the
effects of hebit and loss of innovative spirit.

4T. The Clericel Assigmment Branch has a T/0 of 11 and is

budgeted for an aversge employment (AE) 4n FY-1971 [ neoming

clerical employees in its| | Section [:::]. This

arrangement has given rise over the years to,a.var{ety of staffing
sccommodations ranging from the assignment to this section of exper-

{enced Agency secretaries who are then placed on detached duty at the

White House and National Security Couneil~-~currently nine in number--

to the augmentation of the section staff oatensibly to cope with peak
workload but sometimes stretching out into quasi-permanent assignments.

The latter seemed to us to be disadvantageous to new employees who

- 4 -
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.,

thereby miss out on the opportunities for growth and advancement that

accormany jobs in the operating Mnts. We urge that these assign-

ments be short term in pattern.

48. CIA in FY-1970 received apnlication forms from approximately
3,000 eclerical candidates. The following statistics give the picture
of a fairly representative set of results. The Clerical Assignment
Branch rejected nearly 800 of these on the strength of the paper
evidence alone and initiated full field security investigations on
the balance of 2,200. The findings from field investigations plus

loss of interest on the part of aspplicants eliminated these candidates

through| } which total combined with disqualifications Qurin& field
security clearance further illustrates the gamut of uncertainties
encountered in finding and acquiring acceptable new clericals.

40, The machinery that has been developed to perform cleriecal
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staffing in CIA is elaborate and costly, and its functions und‘manage—

ment control are rather widely degentralized aswmong four major
components of the DDS--Sectrity, ‘edleal Services, Training, and the
Office of Personnel. The problems associated with clerical procure-
ment appeared to us to fall among the more intractable in the fleld

of Acency personnel management. Virtually every problem ve encountered
here had been dehated repeatedly through the years, yet was giving the
Agency trouble and proving resistant to solution at the present time,
These problems concerned recruiting and selection, clearance pro-
cedures, testine, housing for new arrivals, skills deficiencles,

disqualification rates among orovisionally cleared employees, idle-

ness and boredom in | interior decoration of work areas, and high

attrition rates among clerical employees.

Recruitment of Clericals

50, The recrultment effort starts with Agency partieipation in
a particularly diszorderly labor market. A mejority of clerical can-
didates are under 20 vears of are and are entering the msrket for the
firat time. The availability of candidates shéws some but not a
dominent seasonsl pattern tied to praduation dates from high schools
and other training organizations. Typlng and shorthand skills are
ususlly untried, often rusty, and many times deficient for lack of

aptitude. Skills testing verformed in the field under other than

- W -
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51. The experienced recruiter can detect a wide variety of
disqualifying coniitions among clerical candidates, but he is also,
we are sure, nade more tolerant in his appraisals of applicants and
reassured by the knowledge that intensive security and medical in-
vestigations plus careful skills testing will follow his recommendation
that processing of an applicant be initiated. There are other factors

disvosing him towards tolerance. One of the most important is the

state of the market. If the large corporations and the medical and

legal professions, for example, are hiring clerks at age 17, then the
Agency must do likewise or suffer the consequences. Another ingred-
ient is the understandatle desire of the recruiter to maintain and
{mprove his recruitment score. A third consideration, and one in
vhich we were perticularly interested, was a lack of "feel" in the
recruiter for current headquarters operating needs. This sense of
reality about clerical matters should derive in part from a recruiter's
personal work experience at headquarters, and we have indicated else-
where that we think that the current generation of recruiters outside
the Washington area is distinctly short om such headquarters condition-
ing. We also believe that recrulters should be provided fuller
information on disqualification and attrition patterns among clerical

recruits. The Clerical Assignment Branch and the Appllicant Review

_11.7...
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Panel acouire s large volume of extremely sirnificant information
ghout apvliecants and clerical emplovees who fall in Agencv Johsz,
mut by and lerge very little of this gets to the recrulter bvevond
summary infoarmation on ecancellations among his own applicants. Ve
think that more analysis and communication of findingz on this sub-
fect would he wall worth the investment., After all, we are dis-
cualifvineg one half of the aprlieants we process, and the cost of
full wrocessine iz estimated to fall very roughly in the range of
4,009 per amalicant,

52. He talked to many peonle about further measures that might
te anplied to reduce the Agency's disaualification and attrition rates.

Ha 1dentified several nrectices that we would like to see arplied.

The Tirst is inereased use of the pre-employment medical exsmination.

e think that the Ageney should contract for exsmination services in
key ecities and nmy the exnenses of applicant travel to such examination
polnts. This would entail some increase in operating expenses, but
here would he many commencations. There are severe naychlc costs to
the Individual apnlicant when, due to medieal problems durinz the post-
EOD examinstion, he or she is held in the[ _ |pool for four months or
more without explanation and lons after most 0D companions have been
asslined. Secondly, we believe thnt clerical reerultment should be
eoncentrated on the East Coast and that it should be performed by

recruiters on TDV trips from headquarters. The excellent record of

- W8 -
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the Yasineton Araa Recrultment Dffice loeated in Tonalsm susmests
thet tiere is A aharp raln in dicerimination with increased awvareness
aad T Paal' for headousrters oroblems. e think the system ought to
v nore atbtention to the annliecant's hish schoel perforrance rocord.
Seeause of tha inherent limitations in all such indiestors, we would
exporinment end zamnle here rather than aiming at full coverame of
transerivts. Certainly hish school transcrints should be requested

in all cases of reasonable doubt. The corrzlation between high school
rocord and succeasful clericnl performance is little understood at the
nresent time, and we ourht to determine what it is and how we might be

raided by it

Processing Problems
53, The CAR management now aims tn nrocess clerical employess
throurh the svatem in six weeks or less in contrast to the 1970
sveraps of svnroximately ten weeks. Individuals who ECD with full
gecurity clesrsnce, nre-emnlovment wrdical examination, and acceptable
tiyning seores, will often clear the system in three weeks. Candidates

hrousht into[:::]on provisional clearances are at the mercy of many

varinhles and may well spend three or four months in processing.

54, e found that field security investigations continue to be
very time con~uming, but we made no detailed investigation of the

resaons nehind the present situation. 1TIn s large sample of 1970

S 11 5
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processing experience we found that 281 or just over L0 percent of
693 clerical spplicants put in process between 1 January and
31 August 1970 required more than 120 days of security processing.
55. In the cese of medleal processing we found that OM3 has
traditionally insisted on performing physicsal eiaminations at head-~
quarters., Given this policy and the maintenance of only enough
doctors on contract to perform 24 examinations per day, it developed
that EOD rates for clerical employees, professionals, and employees
processing for oversess were regularly overloading the system during
peak periods and delaying many clerical physical examinations until the
third week of processing. It appeared to us that only a minority of
these delayed cases could hope to ¢lear the system in six weeks. We

have already commented that pre-employment medical examinations would

reduce workload on the entire clearance system, and it is evident that

such e policy would shorten processing time throughl[:]. To the extent

that pre-employment physicals prove infeasible, we recommend that OMS

build up its roster of contract physiclans to guarantee first week

examinations for TOD clericals.

Housing of Clerical Employees

56. The clerical employee in need of housing accommodations is

referred by the Clerical Assignment Branch to the men's and women's

dormitories in northweat Washington,

- 50 -
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D.C. Transient rates are 800 ner month and 34.50 per day for shorter

veriods. The emmloyee, particularly if under 21 years of age, is

cencht in a veb of uncertainties that tie Lim ngainst

hie will, and we found virtuelly unanimous and often intense dislile
of thege facilities among the present and former realdents to vhom we
t2lked. I the individuel’s clearsnce is slow in eoming throuzh he

is in no position to cormit himself to the leasing of an apartment for
feayr of disqualification. WMost apartment manspements will not lesse

to grounz of employees that 4o not include one legal adult. All of
the clerical emnloyees we interviewed were emphatic that an employee
eannot 1live alone in Vashington, D. C., in the vpresent period on a as-h

salary, Upder these constraints the individual must almost inevitably

react with risine irritation for real or fancied 25X1

noor services, noise, drab surroundines. and cockroaches, We think

that the O0ffice of Personnel should show increased concern for its

clerical emvlovees by investigeting complaints and

intercaedine when the facts warrant

nent. Ve could find no alternsative solution to this housing problem
that d1d not seem to nromise even more undesirsble comnlications.

farlier fgency exwerience with clerical houaing has proved beyond a
douht that serreration of the sexes 13 eszential., This iz the »rin-

cipal advantare of the present arrangement. Come Asency personnel
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ovey the venrs hove advocated Arency ovned and managed transient

nowine, hut eover nroblems amone others have thus far ruled it out.

nesmy to be the hest solution aveilahle at the nresent

time, Its mnastisfactorv asneets could be even further minimized by

mhortened 70D processines tine.

work Petterns in[ |

57. After the third or fourth week ‘in wreceessing, the cleriecal
eandidate will have completed 21l scheduled sctivities and must now
settle in to a study and work routine vhile awaiting security and
medleal Pindinzg. If the emrloyee has Teiled to pass typing or
sthorthard tests, he or she will spend a major nortion of each day
nrecticineg for ratesting., Allowing liberal amounts of time for these
nurnoses, for recreation, reading, and sociaslizing, there is still a
aubstantinal vrobles with boredom and restlessnesa. During one week
in Senterber un noted that 100 peonle svailable for work sssigoments
lorrad ShL hours of oreject work and classroom activities. This left
something over 3,000 hours of the work weelk for practice of skillas and
wrscheduled activities. Ye would like to see the 0ffice of Personnel
canvos all cownonents of the Agency at lesst once ammually for un-

clasnified vork to be perforned at the[::] e suspect thet narties

of selected claricals oould e nmade avallable for eacorted work

asniennents at Lencgley, e.g., in CI4 Library, without undue risk.

r
- 50 .
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58. We supcest that Staff Personnel Division enlist the assistonce
of amnrovriate individuals in OTR and in ORE (aravhies, library) to f (
A

vlan and introduce additionsl troining snd recreation faeillities.

Inneguace lshorastory enninment, a srogram of fllms, current books and

neriodieals ave obvlons candidates for improving the nrecsent situation.

Section Facllities

5C.  fnace lv the Ames Tuilding devoted to elerical vrocessing

setivities is cenerally sfequate., Tt is utilized to capacity in the

neali porlods of surine and fall. e did find the facllities nrinfully

functional and drat. This combined with lengthy clearance times, lack

of intersstine worl, and the accomicdation nrohlems

led us to the conclusion that the Arency ousht to make o greater effort
to ereate a fovorahle initiel imnression of ltself sucnz so large and
30 youne a secmant of its covlovers, We stronsly recommend that the
Nlice of Personnel secure the services of an interior decorstor con-

raltant and snend a modest sum in imoroving the anpearance and appesal

of D

Placement and Utilization of Clerical Frmployeen
0. 3ome nersonnel officers with whom ve talked armued for the
rieht to intervier and rejoeet nev clerieal emnlovees. We feel certain
thast the orectlice would vrove totally ispractical, The Cleviesl Assign-

ment Pranclh should continue to assizn emplovess on the bhasis of guideline

STwLCRIA
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reuuirenmonts fron overating comonapnts corcerning the rersonalities,

avnesroncen, and slills required in portienlar assigrmente. There

were cnowrh commlaints, hovever. from nersonnel offiecers and from

exmerionced cenfor clerical employeez with vhom e talked concerning
Ivaaburitr and voor notivation in clerical ermlovees to sucreat to
1 thet vieoroun mow efforts ore needad to reduce these probl.ems.

1. OP resources have not permittod follow-up interviewins of
clerical ewnlovess toward the end of thelr anprenticeshinzg in Apeney
Jobn. Chaf? Peraomnel Diwision plans to inmucurate sueh en inter-
viewing orosran iu the npear future, nnd this chould vield many
Benefite inelnding sharpening un tbe assismrent nrocess.

2. e thinl that urnderermlormont of elerical employees could
Be rore cxnlleltly identificd and yrednced throush more comnrehensive
Job anditinrs by OP'g “mnarement and Commenaation Division. Ve haowve
recomnended gueh 4 vrogrem in our dlscussion of theh comnonent.

63. £ wvoasure that deserves serious consideration at this staze
of tho freper's experience is on Agency-wide clerical enreer acrvice.
o wonld concontrate on develowine its canabilities in nlacement,
reasnisnment, avd counselling of srmloyees,and we Judme fron oany
“ovoreble comments on the merformance of the elerieal nanel in OPSER/DDD
that the hosis Lor such s carser service alreadyr exists, YWe wonld

ingtitubte 9 clerieasl vaesnev noties svotanm throushout the Aszency and
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nromize thet vnder nermal clrcuncteaces vacant clericol jobs vould
e advertlsed tocether with o statewant of rejulred jquelificeiions,
ané that ell Agcue clerienl emnloyeos would be musranteed the ripht
$0 aprlv oxeont in certain situabtlons sueh as ghort tenure, very
bricf job experience, or noturation of anpvlieants Tor novular johs.
he peood Tor such ventilation of the internal Agency clericel job
wapket vas brousht home fo us in many elerienl intervievs. e talled
30 trmists ond scerebaries whio were bitter sbout helnsm tranped in
thetr mroazent esnisrments and who felt unable or afrald to toke any
meoningfel acklon far chanme. “fe talled to others who hed recently
clitnaced jobs hut only beeanse they had learned of the opnortunities
theoush erancrine channale.  Almosd withent exesrtion these neeple
endorssd the iden of vacancey notlecs (mlready ermloved in some
aommonents of CTA) while heinp reolistic about their limitations.
The noshlng of voecaney notiees at approoriate locations in sunport

ﬂﬁ,&

offices end 3in the 0Sfice of Persomel would also afford logleal
ounortwility to offer counselling services. Anv employec interestad
1r dloeunsing hin career asoirations and problems should be assured
an interviey with an experienced aud disinterested represcntative of
the Offiee of Persomsl.

&k, An Agenev-wlde service would also provide using components

ith o widor aclection of candidetes for onen nositicns. There is

fh
£z
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ample evidence upon vhich to bulld a case against the degree of
compartmentation that now obtains. A high percentage of secretaries
throughout the Agency, including the CS, are married and cannot
serve overseas, Others are prevented from doing so because of poor
health or because they are tired of such service. As a consequence,
many important overseas positions are filled by assigning inexper~
ienced young ladies, recently hired.
65, In summary, the prime objectives here are:
a. to provide clerical employees with atraight-
forward complete informetion on job opportunities,
b. to give each clerical employee the knowledge
and confidence that she can exercise vpersonal initiative
without penalty, and privately if she chooses, to inves-
tizate Job opportunlities and to pursue changes in career
interest.
e. to provide the best qualified person to the using

component.,

Manegement of the Agency's Clerical Processing Program

66. We expressed our appreciation at the beginning of this section

for the style of management now visible in the Staff Personnel Division
of the Office of Personnel., While noting the wide dispersion of clerical

processing functions and control in the four DDS offices concerned, the

- 56 -
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ad@itiénal meagures e have recorended odd un not to & renlismment
and concentration of sauthoriiy bul rather to lnereased envhesis on
cormmication, feodbach, and stroarer leedershin on the tert of the
Oifice of Porsonnsl. Ota?d Porsennc) Divizion nust net the ragce end
relne eny apd 2ll fcosves vith the other DDE components thot nromioe
Zuster nreoeesuing and more considerato treatrnont of clerieal employacs
ertoring on dvtr, L elerieel wemarciment council may be needed or ot \
caat the formation of inberoffice tash forees From time to tirne to
rovlew the functionlng of the aysten and melle recomendntions for itn
Parthor imnroveneat,

sneemendation fTo. 10

rector of Medicsl flervices adept a noliey
. exerdnations Tor cleriesnl arnllieants.,

“esermondedion o, 13

Tinh the Nirector of Tersonnel:

. Conecentrate ds offorts in recruitnent af
clerieal emnloyees on the Last Coast and raly to the
moxlmm extent wosaible on use of recruiters on TDY
trice Sven heedgnartors:

h. Sample Misgh echool transerint records of
cleriend asplicants on & suffieisntly larps and con-
tinnine basisz to doternine 4hely ubility In Torecoating
aecentrbility of clericel amnliconts:

¢, Canvas sall comononte of the Apency amauslly

Tor unelaszlfied work to he perforred by alerical
avnlicants in nrocess nt

o« 5T
57CRL T
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¢, Cech nrofessional advice i »lannine and
1rmlencnting Jrmrovenent in the decor of the |:|

petuptiey

Regormerdntion Fo. 12

Tant the Dircctor of Central ITntellleence concentrate
under nis Yirector of Persmonnel reanongibility for career
manarcomont of elerical =mplovess, includins aeeraturies,
tynists., end £1le clerko: epeommasszing aszal-mment, nronotion,
ond counselline of individusl erplovees: emnloying regular
advertizement of job voecsneics and the gualifications
roguized of annlicants vho aovire to £111 them, and includine
re%ﬁansihility to overses, to counsel, and to assist clerical

ernlevesa in obtainine trajuine and in anplying for nro-
Poanienal assicnments.

Corrssmondence and fvpllcant Pecords Bramch, ST
67. o Corresvondence and Apnlicant Records Brench (CE3) of
Skaff Poyaonncl Division (GPD) nrovides the routine, but hishly
necasoarr, derbo-dey support to apnlicant procossine oncrationz.
Staffed and cumervised entively by vouen, the CRAI has o 7/0 of 13
rh the orosent wiwe., Tho nrimary functions of the Lranch are: (1)

commzina ayoronriste action on ineominz mpplicant letters, {(2) »we-

woring the nroper corresvondence, and {3) cotabhlishing smoropriate

amliesat files. In rerforming their aasicned regronsihilities, the

bronch works elosely writh the Reeruftment Division and the Professional
Selection and Clerienl fteCfing branrches of the Sta?l Personnel Division.
Tio epeblivity inveolres the prenaration of more than 30.000 letters ser

voar. of which anproximately 20 percent require srecial tendliags that

CHECREW
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is, & unique letter is prepsared rather than a selection of one of the
many form letters available.

68. A somewhat complicated, but efficient, applicant-record file
system controls the applicant file during the entire processing pro-
cedure. If the applicant does EOD, an official personnel file is
established elsewhere in OP and the interim file is eventually des-
troyed. The interim files on all applicants who do not EOD, for
vhatever reason, are coded by the branch personnel and sent to RID.
The coded information results in a machine print-out of personal names
and pertinent related data. Copies of the print-out are held by RID
and a copy is returned to CRB for name check purposes. The hard

coples of these files are microfilmed at the end of three years prior

to destruction, but the file remains under the control of RID,

69. CRB supervisors were concerned at the time of our survey
with the size of the name check file. The file had grown to over
125,000 nemes (an accumulation since 1950) and was time consuming
and unwieldy to use., Checking for possible previous contacts with
applicants over a 20-yesr period was netting minimmm results. Finally,
6 decision was made to restrict the name check to a two-year coverage
consisting of epproximately 30,000 names.

T0. Abt the present time, the CRB handles all correspondence
involving professional applicants. Other than an initial acknovledge-

ment letter, however, the Clerical Staffing Branch handles all sub-

- 50 -

SECRET
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

1

senuent corroeshondence with elexieal arnlicents. We quostioned the
lorie and effieloner of thla dlvision of lobor in the Cteff Personnel
Division. Ovizirelly centrolizoed iam one walt, 1t was sepersted some
ol ht years apo daring 2 noriod when the Aseney ras heevily invelved
Lam elerks, dneludine o high vercentore om provisionel
Tas pocantly eoncinted (atef, SPD. alme has nuestioned

» Rowaver, and 8 decizion hoo boen mede to transfor the clerlenl

coprresgpondence activity to CM0. Centralising thic sctivity will nrobahly

ceropse offleioney of operationg althoush comunicetion hotuveen dig
~orraed unlts rill Lear wobehiine,
Ti. Oversdl, -ro found the breneh tisrhtly suporvised with pen-

rally ool voreln.  There was evidence of lack of adeounts comrmme

jeationt un the line, bub this wes ranidly belneg ifwproved. ‘fhe chlef

[FARE &4 -
of the Traneh, whillo easisned for menv voars o this vosition, ig
3531Y vorer getive and conatantly alert 4o newy idess z2nd Thobber wavs
of navforsing the asslioned dulles,

o T ehin? and donuby ehlet, 2lons vwith thelr otef?, are
nerforning an ismortant furction in the Offico of Persecuncl {and
Auznew). Their offorts hove a dirvect beerine on the Agenevis oudblie
inoaze.  Taelinens and sceeuraey of corregpondence with eny and all

nobontiel epnliecants ia wmect iwmortont. Yo wore planged to fMnd $hot

not infrecuently eopmlicants rondioned thic foet while at headnuartors

<

™ m

o0
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for intarvicyn ead testing. At pll levols within the branch,
wa weme frmresoed v each individuel's avnreness of this roel.

2 rood shoy,

R
sanegrnQ

. s
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ALD COTTROL
l 2

There ere crouped under this denmuty all of the
wiehiong hovins to do wlth vosition r

basie
inelnds the

: "TA. 30
inition of individual jeohe
shrachures of onernd

s and of the shaffine
inpy eomnonents, the reinterence of the Accpey

of the verded

rocordn of nonitions and emnlorea pocdsmmonta. and, finelly, the
nrofueiion

rosters
nlanners:

neTH AS

nd stetisticnal deka on wWileh sune

thnir deily declolons in wernonuel ¢

adrin-
2lae attached here for reoocony
gre a Tlans

o
R ¢ I

ObaL? and o Nevi

oyer O
coernad Tor thio mo

Bistorical seeldent
iy ,lt&f?‘

Lneh is very sriall and con
ot mnart with studies
Tornoanel from ahove.

lovind unon the OffTice o7

The letter iz made un of three hranches of snnroximately

eoual nize hondiins (1) nualiftications esnelysis, (2) statistieal
ronortior, oy

nd (3) tranaasctions and records.

The Plens and Neview Otal

30

g

- a

The Plans Staff nad heen prooccusnied for the past yeer with

o shudy of the mrofesaicnsl mannower situetion--07.-12 and above--

T
£

CeCRRET
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Taelns the Aroney in the ! : Thin eulzdnated at the end of the
renr dn o gerles splefinrs of Agency sonior management and of the
carser corvices on projeeted retirvement and othwer abtbtri-
tlon retes and their nossihle dnmeet on promotien ovnortunities for
vouncer emmloiacs.  The career nervices were helne askoed in turn during
early 1971 $o tronslate these seneval Tindings Into nrojections of
wrenotion potentinl for eseh of thelr crmloyees and Yo nlea annronriats
edjustoants in thelr recruitment and carser nanagement policles. Other
raeent Planng 3tefl nsgalenments heove inecludoéd attitude survevs arons
swmer smnleornes and other categoriesz of rouns wrofessionals, oval-
uwotion of STPS autonation ﬁroﬁosals for OP, and‘detailea studiss of

0

moiovee realsn %i on ratterns. In ite TV 7277 vrogram eall the Ctafl
was Volne orlented toward study of long-range Tunetionsl, orponize
and technolosienl change facing the Asener and the Limlicatlions
ehanre for its manegement of ils wersonnel.

L, Weeninsn the Azency's mowsonnel reculations up to date hiss been
the nrivelinel rospeonaihility of the PRevievw S4aff., Turing the next few

yooars the Staff mroposes to perforn atudics of Agency peraonnel nolicien

sod aracossen with enmhagis on the eveluation of their current cflectlive -

093 in eonmerdissn with thelr origlael objecetives. The Plans 3taf?, by

coutrest, will focus on tua lonz-raunqe fubture. Tt aveeared to us that

the Acliinsation of the work of the twe atalls would nrove to ha a nratdy
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iy, an? thalt wrojset assirmmment rat’ than swvceialication
In nartioular Plclds oF versonnel sdrdnistretion viil cheracterise the
nsa of i byve 'r:tfafi‘s

5. TMhen ond heee ot hane ataffs oroduee their mojor i-mast 3a
tho fMbira?  Cordainly not in dzwd;rr-»:héf condnet of businenz.,  Anyr
cueotion frow o senlor mznocoer of the Arency conecerning sueh nebters

zontractinsg, or luaurance will fneviitebly Do directed
and, sirdliarly, ineinilent nroble:s in apy rlven
are solns to he recommiced and avalysed flrst at tho srasc roobts
? doretboedoy onnrations, seldos Ty o Plans “Haff.

o Tacts of snecializetion, hovmver, do not nreelwis th
HEesnee of rrablany of avaten donica throurhont the 0P cowacaonts,
not mrovent cclleheration ewons eoronents on nroblens that renuire

Por solubion. Tl wera tywessed, for ewvsarmla,
anhs and the aquality of {the eypertisa in porsonnel
ars thet had heen smasasd amonr the ¢F careerists
Atter the TI75 nlan heeraes onarationnl, this
exnorbing ghonld be returned to ‘l:-w Df{ien of Porsonnel to worl. on
evolvinz operstlionnl wroblerms. We a2lzo noted during the insrection
tho exiotence in many 0P shorn of rroblens concerning Torms, files,

work £low, sund the acquisition of offlce maouwinment., The Office of

Tergonnal ghould reintain souwe cenbralized cupertise in these {le

a7 only to easure thob lively contact Jc rainteined with the wany

fmCRn

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

othor narts of the freney vhere umeful knovledse and axnericnce sre
Leing aconived,

7. Unraing to Apency-wide sernonmal olaaning needs, it seemed to
un thel the Direetor of Porannnsl and hls Plens Waff needed fo cotel
Mok cod meintein a livelier contact vwith the nanasers of onerating
ectronents congerning thelr wlenning meeds ond intervests fn the fiold
v morcennel adndvlstration. Out of ~uneh eontacts should come nore
collovoration ond joint exmerinentation on iaterface rrablens,

for example ., snalvaine the roles and
ineronsiag dtihe effeetivoncss of nersouncl offi cprq. evolv'ng better
technlioues in ermvlovas congselling by line manacers and nersomne
olticers, ond sbudlen of tha aquelitv of eanloree nerformonce in relahion
to vradictive tents and rlacerant poliey. ‘o have oreviously noted that
tho YMrechor of Porgonnel doen neol nursue o argsreszive nolicy of
cormardan, nohlielzing, and orenoriar atanderds for the fundanmental
aroecagses 0F caresr manaceument cormen to all of the Arenoy's cavesr
gervieas,

8. e hove not trarosed increased nnlico nowers for the Direetor

of Pernopnal over the Agency’s career services Decause we agree that

the onavotins mener~enenta with thelr intimate banowledre of aquality o7
Torvance of Individual eswlovens muast have Tinal say in assigment

and oremollion fdee . Ta én belleve, hovever, Lhat CIA's career

Ty Y roT
'r)' L C ok SN T
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service manegzcment policy should be more onen gnd visihle to its
ezmployens and that the Director of Personmcl and hig Plans Staf?
ere the logleal instruments for »romoting and ccordinating the
nocessary studics and nrograms.

9. Tn sum, the Director of Personnel needs in his own office e
a better defined ond more wersatile caba,bility to deal with & wide
raenee of anestionn., Internally, theae heve to 4o with systenm,

mobhod, eauipment, and fortheoming articulation with “TP3 anto-

mation. Externslly., thev cenber on innovative relationshilp with the

oncrating cormonents and career service manacenentz of the Azency.

These objectives can be best served through o Planning end Srstens
EteTf consolidatineg the canabilities of tne three existing comnonenta.----
Plans 3taff, Revicw Staff, SIPH Systems Staff (personnel) -and asdding
nev skills relatine to equipment and work nmethods. The new staff
should uze small taslk forces thoat draw on swvnrovnriste sikills from
onerating cormonents. Project objectives should be explicit and
linited. Dendlinen should be short. There should be rotation of
pernonnel on a tiro te four vear schedule for most staff »ositions.
The sine of the steff should be held to shout the present level of
ten to twelve peoonle.

Recermendation Jo, 13

Tiat the Dirvector of Dersonnel essemhle his Plens and
Review Staffs and hic 3172 aystems nersonnel, when available,

into e consolidated Tlannins and Systems Staff attached to
his Lmmedlete office.

- 66 .
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Coutrol bivision
10. The Control Division has 2 Siatizstleal ZFevortias Branch,
rangections and Necords Braneh, snd a Tuslifications Apalysis
Iypeneh, Ceorpaphically, this division has hecon one of the contin-
win~ vietisg of deecentralization. In February 1971 the dlvision,

nd Records Branch, was moved once more, thiz time

has been used 23 an arca for placing nroblen
ermlorcan.  Tha nebure of the work ic mundane and repetitious;
imorination and initlative are not reouived. Yet the serviee per-
Porssd by the division is irmortant. It nrovides the stedistical
ronorting hiich cuprorts the control mochenipms of the Arency. I6
clao ovorates the ¥ille Room and asscelsted s‘;:ee;tioy.m_s wnich permit
roody access €0 banie data on employees.
12. The Muslifications Analysis Branch is charged with two wmoin

fanetions. One 1s to make and then update the blorravhical nrofile

for each errloice. The second function in to ceode the aualifieations

of nach emdloyee for machine retrieval. ‘i‘he| |

Section i2 cormletely staffed by female shafl cmplovees and supple-

mentad by tvo contract emrlovees. Thoy extraect information from

verzonnal 77 1c~ Yont of the emnlovees z2cen contented, although there

iz seome evidonco of rentiveness relative te the cupervisor. Gererslly,

EBECRZT
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however, there is an stmosphere of just getting the Job done. Recently,

the career management office has deliberately sought to introduce young

employeeg into this section.

13. The Section congists of two steff

employees whose work is supplemented by five retired annuitants on
contract. The task is to convert the qualifications expressed ver-
bally on & form into a code which can be used in machine searches

for particular skills. All career services are provided on & regular
basis with machine listings showing the academic degrees and language
skills recorded for their career employees. The Clandestine Service
codes the skills of its employees independently. The other director-
ates of the Agency request machine-assisted skill searches at the rate

of about 60 per year.

Transactions and Records Branch

14, The office of the Chief, Transactions and Records Branch, is
occupied by three individuels: +the branch chief, deputy branch chief,
and secretary. This front office is a working office in the sense
that each individual has projects which are not related to the super-
visory role, The office of the Chief, TRB, is used extensively by
the Director of Personnel to provide various studies on specialized

categories of personnel.

- 68 -
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15. The jJob of the branch chie? iz a challenging one vhiech
arovides an ommortunity for o youns officer to test himuel? in &
varioty of managenent, situations. The current inecurbent hos been
on the job for shout three vears. This ia wrobably too lone Tor an
individunl to mtay inm this Job. "hile there ars educational asreets,
the errressive individusl vill soon hnve reached the limits of ex-
verienece that he can cain on the job. ™ron that noint on, the
rontine nature of the task tends to couse e deteriorstion of nerform-
cnec and moy atultify the prowth of the vouns officer. It is surrasted
thok e robtational cvele of shout two years is sultable for this nozition.
“uci o time frame should serve to enhance the individual and a2ssure a
Treszit oubloos on the funetions of the joh,

. e TFile Doom is adeguately deoserihed by its title. It ie
a larvge onen spaco Tilled with the 0ffleisl Porsonnel Files of the
suaff cmrlovess of the Asency. It io a Dechive of activity with »
econghent novement of files to other elements of the Ageney and Sallyr
rocourns to the files for the nurnose of adding materisl. Tt is ironie
thet vhen & filo is retired to the Records Center it must be carefully
asereencd in order to ensure that only necessary material is transnorted.
Certeinly, it wonld seem atnropriste and logical to do this sereening ISV
et the time thob the material is laced in the file. A sredeteraination

of casentisl vocords should be made ond should take into account the

- 69 -
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ultimate reed for Teeords Center diswosal.
o Tile Tonn is steffed with women., The supcrvisory slots

e P11lod By twe long-time employesa. There is no onnmortunity for
rrovotion for the lover levels. Wwmloyecos tranafer from the Vile Toon
ns soon o3 ther Tael thev have served an annronviate stint. This turn-
avay aovvos o rond nurnosde.  The Pile Roow serves a3z a moint of entry
Por elericol nersopnel, vho learn a great deal about the mechanices of
tue oneraticn of the office. Thev nove on hefore ther hecomo dis-
onehunted or dissatiafled. The wvorale of the Mile Roonm is surreisingly
ool I3 nny o atirivuted to the tyoe of sunarvicion, the fresh ideas.
ead the veuth of the wajority of t‘\@_ membhers.,

13, The 0fticinl Personnel Files renrésent the lesal documentatior
off an individunl career with the frency. They ere immortent and sen-

> dopumenta., Ye found to our suynrdsc that the files are only

The single control within the Ceniral File

Sncs 1e o enrd syshen vhich identifies the foicé which has recucsted
o $lie, Vhen e Central Tile Room Porwerds Tiles to o renuester, 1%t
does not edvize which Tiler have besp forverded, The renuester doen
not notify vhieh files have been received and sre in ita nozsesclon.
ont transfers of the Tile 4o other offTices may or mer not he
renorted to the Central Tile Room. Thas, the only assured control
:‘?.ee?cm.;i,nﬁ is the card identifving recuszster, There is no certain ey

S0 ascertain 47 ©41es ara loot en rouke. In conseguence., 1t hes not

- T -
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to remain unlocated for weeks or monthn at &

Boen vnncuat Por Tlles §

y ooy dlreusnion of the need for o Ovatong Staff, we diseuss
2u0? Por o coraral sanslvaiz of the panner in whieh the Office of
Mandles lis naaer infoarmation.  Yhere ia o definite need Tor
anproach to ell espechs of £iles under the cowniﬂwbc of
he vriority ares of concern, we belisve, 7o the OFfleinld

ot thie Divector of Teoroomel ianitiste nroneot acticn

to snonre rositive and eovtinuous contrel and loecation of
A1l O7Pieial Persornal Yiles. This should include scheduled
~“ralend inventory of filas to verifty location and control

wanoriia.

Tiranch

ot & ks

Shotintical Nenorting Breanch (3W8) with a W/0 of ten io
L mumerieal dote concerrlns Azency emplovesa, The dsta

L Emener of
rives Tor Lhn most nart from the personnel action records

venerehed by onerabing eowmonents ard raintained vhvslcelly in the
mocnetic tena 1ibrory of the Ofice of Coanuter ferviecen. ORE orders
and dlatributes tlroushout the fzencry a subsbantial voluwne of standsrd
or seneiilad and rvesulorly updated renorts——umore than 100 sories in
iora then 500 arranpemonts--wiich 008 »roduces monthly or on other
ervices mmerous ad hoe reguesis

arread fracuenelon, In adltion, ORB ne

ST -
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for one-tine machias warodoncad date 1 75 Lo suroort srecial
studion.  The branch has develonoed renl expertize in draftine the
to the commber operators for those listines.

on 3ogarely in the 2ath of the DDE Surnort

on Procesning System (9TP3), end its major stbdevelomment

the Tamaver Control Oystom. Present-day revorting services

chednted to transfer to 3IPT dats ranarement centers durlos the
Istter MRl of 1079, The users of asueh prosent-day statistical revorts
20 tha Pozitlon Corfrol Pegister, the monthlv ssnaration renort, or the
Phnoss eounarbing wdule oy Initlally deteet 1ittle ehence in the
nreduct under 2IPE aecis.  The SIPG obdeetives rather have heon con-
corned rith rationalizing dats inmut and interanl cormubter operstiong
o3 the nerns of chenging ecomsumer havits. Dunlieative innut of data
wlll be rodnead $0 An gbzolube rinimwm throurshout the O0ffice of Por--
comel.,  Given more effielant, versatilc cormuter equiyment and mrosrams
the unor should see o Jdrematic speedun in service. fdven reliebility
of eeeans he should Geecome willing to dlepense with todey's larre, slow,
end axymeive flow of standard rororts and leern to ask the comnuter
enly for el he needs at the tine he needs it. fhe JIPC dsta TANB,S -
mant eenters will reauire staff well troined in data retricval nro-
cedurar, and B3 stalt are losical eandidates for such sanisnments
given some upsrading 13 stefl skills. e thick that »lannine for the

ronnsirouent and the retrainine of 773 personnel ought to ret under

T3
o 2 e

C"’”{"xh
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ooy in 1071,
22, Tho £IP8 Staff has nerformed exisustive review arnd rovision
< the 873 alendard venorts vith the folloving results to Jdete:
Zeporta doleted 191
flenortn rovised 108
Renorts unchansed 35
Revorts added a5
y roed many removrds denling fPor exemnle with auallfications

rrenhory, career tralneas, ond the (TA Retirement and Msability

Syston thet remain to he gtudiod. Reezsmination of the validity of

products fg eften clted as one of the nrineival sources of benefit
Trem eutomatlion projects. e thdnl that the TIPO annlyata hnve
indeed wade an excellent contribution to the manarement and future
content ol sﬁaﬁistics in the Office of Persomnel, Ye aid not inspeet
the SIPE nroject itself and indeed considered that it wvould be iund-
vigable to Jdo so during the next 18 months in view of the cornplexity
o the hordvare and software develowents nov under war. Sirdlarly,
e have not nronozed major changes in existins CAD onerations vhen
thes~ aro duo o change 3o drastically in the near fubure. We do
recormaend that S37, hecked Wy the Direector of Personnel, anveal to
onerabing commonents 1o reduse thelr recuirerments for standard
raperting o an absoclute minimum &i;rﬁ.nrg the next 18 months in order

to free SON varsonnsl for conversion neansrations. Treouoney of

-3 -
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SECRET

reporting should be reduced, e.g., from monthly to querterly during the
conversion peried. ©SRB meintains a master 1library of current :eports,
and requesting components should be asked to cancel their existing
requirements wherever possible and to use the reports in the SRB

library or to meke Xerox copies of them at their own exnense.

Position Mansgement and Compensation Division

23. The Position Management and Compensation Division (PMCD) has
a T/0 of 16 positions, 13 professionals and 3 clericals. The division
is made up of two branches, Tntelligence & Support, and Selentific &
Clandestine Service.

ol. The division is charged with responsibilities under the
following regulations:

"The Agency will conduct a continuing program of manpover
resources mansgement which will assure maximum efficiency and

econormy in the use of manpower consistent with the Agency's
nssigned missions and responsibilities" | |

"In setting up occupational categories and pay levels
for Agency positions it jeg Agency policy to follow the con-
cepts and principles of the Clessification Act of 1949, as
asmended, as & means for establishing effective internal
position alignment, maintaining reasonsable comparebility
with other Covermment agenciles, and simnlifying adjustments
to conform to Federal salary changes and employment benefits.
Overall objectives are to maintain en Agency staffing pattern
whieh will attract and retaln highly qualified and competent
employees and which will reflect the characteristics of
Agency employment, and to provide an effective means of
controlling expenditures for personal services"

- Th -
SECRET
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25, The orreninsticon and control of menrover iz of course
agne of the most hasic of managerent resvonsibllities The Agoncy
crorates mdey a whofT nannower eeillins ns established by the Concrens
 EPee of Manocenent and Budeet.  Tneh component in the Apency
iirned & ntefMing eonplement whileh 1dentifos the neoaitions to
 ergonnel TIl1 he as ;r:igmr.e&»‘to carry out 1t1 asaisned wiosions
eod faaetlons.  Additionally, each ecarecyr sorvice iz assizned s
Oaveoer Joyvice lrade Muthorization vhieh coatrols the maximun nuwber
wmed anthorized at caer Genoral Ochadule prade level. Tirese
oreeninntlionel end rannover controlr are bidlt on the bhasie framevork

o

Tatlo eof 2reanization (2/0).
25, TMa /N of the Lgeney ond the ataff manpower eeilins

shearetlondlly should ba the asme nwrerical firure. In nractice this

seldes oceurs. bobt there is o continuing offort btovard thot snal. The

7/0 reflects not only nrumbers but alse pesition classifications (Job
titlen) and 07 prade levels. A1l three sre vital in controlling man-
~over whilizatlon.

i fthems of the T/0, numbers of positions and as snc:i sted
wradn ., Teors bhoe fvanevory aralinst vhich nersonnel resourees asre funded.
Toth reculre aceurante and un-to-date job descriptions to he reelistic
Tleares, Yo e extont thod elther 1n hadly out of date, hisher
wpparerery lovols are denrived of a2 valushle source of iaforraticn on

s

o siete of the /\-’gnc;‘

rw
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25, On o dav-to-dav besis, the Office of Perannnel is involved
in guthentleatiug and fasuing staffing comwlaments and revisions,
usting: that coroonents sdbere to ceiling restrichtions, ponitoring
croranre on duty oad trannlfers of ne raonnel , arprovine termorary
overstrenctk situations. aveluatine oroposols to establiish or chang re
Ae mwhor of suecrrrade snd OPS nositions, develowinr and authen-

)

teat v the carcer servies rrade averare, ond asguring cormmiliance

T e cormonents. Too nerforming theoe tasins 1t works elosely with

iy

CULand the Dwmeeuntive Mrector-Combroller. e thrust of these
Siews 1y ems of Iiaison aad wonitoring. Fowever, in the arean
of vouition evaluation the 0ffice of Parsonnel ia 3nlely rogpensible.

‘}'2 .

»
iU

i momuired to assurs ton nonagement thet the positions in the

cormonent’s akalfine complements pre sccuratelv evsluated nag to

ceounavingal esbecory, nosition dezeription, ond ray level. Ve find

& soriows short f2ll in this snecifiecally assisned function in the
Jfflee of Perrommol,

20. The Pesition Yensgenent ond Comensation Uivieion's mrinarr
agodonment 15 nostdion evalustion. e record shows that s dinburhing
nroortion of the Ageney is nob covered with currentls adecuate

.
.

nonition evalustions, While the reeord for individual nositions

evpiuctod Ta folrly ismressive

ne nwdber of comonents aurveved is not.

”
- 7() .
[ ST Y
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Zosition Furveyn by Components
” Daedtl
of Position

Tbey of Ypintensnce Tnsd rag Tezerintions
Cormoncrts  Rete (yrs.) Enread (re.)  Commleted

r.2 B 5
T.h
3.0
ie 3.0
8 3.6

b7 £.1

23 can roadily be szen the average comnonent survey is heing oerformed

on sorebhin, like n ”52~vear rather than a three-vesr cvele, which we

»

hWelfave to he desivable. Coverame la erratbic with>ten convonents
incking o suyress within ﬁhe nagt ten yveors, Anmroxinwlely one~third
4o tobel nositiong in the Lgeney lazek o “’sosition deserintion. Thene
racords relflect a passive resction on the nart of the Office of Per-
agennol 40 an aszirmed reswonsibility. The office has pernitted the
manmover resctrees of MDD to sarink tothe point vhere the division
Javotes onlr 3 nercent (PYLT0) of its manhours to position asurvevs

Hvidnal soticng,  The rest of the tine is svent in reviewing

e u*smr\caevt haye nover hoen surveyed.

- 7‘?’ -
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“EnfTies cormlonents, verebing o prade ehance reavenitc, mromarius
STapnd

e Le] FE s ey eme
LADTLTH Tangra

et meliineg nay adingtments. These lather

asafon..

. DTN g ag? A neged
REETUCAIE ST TS A 5 SIS X g

~Lority snd cowpenent nosition evalustions reeeive

simdimal athention.  Thias situotien hHas hwen vermitted to develon

-
A A

ng the division has come to onerste oz s
r live components that malke the nost wroeund

or neglitiorn roclaszificating raceive the

all-too-1limtted rosources.

oo

S utdlity of cormonent surveys, in contrast to srot or

solirilonl vonttion survevs, is thot enlr throush this eoproach ecan

& neapine Ml audit Ye mads of the totsl wanmover utilizstlion wilithin

b o

8 covmonent, thoroush and comprehansive corponent sudit esaures

mrpacecent af (1) the nroner mis rrofosaionals and clerieals,

Y acenraka

wpooaeg L

denerivtions of sach vosition and oeccupationsl eatepory

SiEh aadgne inad bl inte workload ond preoduetivity asnacts, (2) nroner

Jeed ruatlon of

Tivdted and flexihle nositionn reletionshin, snd (k)

e eorreet deneral Services srade level for each wnsition.

2. Fn oour survey we Tound BID ill-equlvped i relation to

Hwotal azeiened responsivilities. In vecent venrs., the ddvision

soun o fts initietive and has assuned a somewhat wassive

)

Atude torerd cceompliching itas totel migoieon. AL the o

setvrledes o

o
Lo

dovotlion gnd hard work of tho individual members of the

dvinion. ‘The Aroney uses rore than 750 oeccunational catesmorien and

. “(1 iw

[ B ) b o Yy v
rrnoenaT
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has its full share of comnlex staffing patterns. These employees
have devoted thelr Lest telents to maintaining accurate job des-

criptions, average grade ceilings, and proper pay levels. Thelr

technierl shills are not aueationed.

32. The present situstion calls for positive action on the part
of the Office of Personnel. ¥rom a high point of over U0 positions in
the late 12508, tiie division has been curtailed to its present 7/0 of
sixteen., e believe it to be sericusly understaffed. The Deputy for
Plons and Control estimates that a staff of twenty-four (24) persons
iz reouired to adeﬁuately perform the total assigned responsibilities.
The T/0 of the division should be inecreased to the point where it can
carry on its monltoring responsibilities and conduet detailed component
rosition survevs on the three-year schedule.

33. A careful evaluation of the personnel assignments in the
division is also in order. ‘any of the present incumbents are approach -
ing retirement in the next several yvesrs. Although CTs have moved in
and out of the division, the main staff of professional classifilers has
remained static. An organized rotstion plan for senior classifiers
hag been lacking and should be instituted. A review at this time
should develov a retationsl plan (6-8 yeers) and schedule the intro-
duction of new blood at mll levels in the division. Pending retire-
ments counled with s slight expansion of the T/0 should permit these

obJectivez to be accomplished.

- T -
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Recormendation Mo. 15
That the Office of Personnel:

a. Reviewv the manpover resources needed by PMCD to
carry out its full mission and reaponaibility and adjust
the T/0 of PMCD accordinsly,

. Develon a rotational plan for professional position
clossifiers, and

¢. Assign well qualified young personnel officers to
the division.

gEC
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DEPUTY FOR SPECTAL PROGRAMS

1. The Denuty for Special Prosrams presides over a diverse
array of activities which bring his staff into contact, in many cases
freguently, vlth almost every employee of the Agency. fuch exposure
places o distinct premiun on efficiency of performance snd on a
conacity for empatby in handling peonle. The staff rust also keep
abreast of the benefit and service vprograms of other components of
the Covernemt and of large private organizations. It is immortant
that it be staffed by able peonle of diverse skill and wide exverience.

We found it well staffed at the present time,

Benefits end Services Division
Personal Affairs Branch
3. The Personal Affeirs Branch (PAB) with 1€ distinet programs

is the most diversified of the components of Renefits and Services

NMvicion (3°N) in the OfPlce of Personnel. It has a T/0 of bositions, 25X1

T ~rofessionals inclinding the chief and deputy chief, and 6 clerical

ennloveesg.

-8 -
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b, Over the vpast 18 vears the Areney has sunported a steadily

increasing employee benafits program. Some of the larrest programs

snuel as healtl: insurance, retirement, and rrivate inzuranee nlans
{excent TECLI) have been asimned to other compronents in the division
or elsevhere in the directorate, but the esreat majority continue to
T coneentrsted in this branch.

5. The branch s resnonsible for both statutory and service
. prorrand.  The Tormer consists of the followingz.,

&. Tedersl Implovees' Compensation fct. A Government-
wide nrecrsm covering emplovess injured vhile on duty., The
brane works closely with the Sureauw of Fmmlovee Comnensation
(7€) in the Department of Lahor in Filing cames in behalf
ef Agenev eomnloyees., In FY-T0, 200 now cases were processed,
50 annrovad, T vejected, and 143 remained nending as of
30 Junc 1970. An additicnel 311 new claims were filed ac
wotontirl cases pending a future decision. Within PAD tvo
asrofessional versnna handle the "B7C" cases. At the time
of sur survey, one emplovee wag on loan to 38D for the
antual f™nd drive (CFC). This took her awey from the hranch
Tor aroroxirmately six wmonths, This was time the branch ecould
111 afford to lose. A hacklos of DEC ecases was develoning.
Althourh the Lranch had arrsn~ed for interim fundings on

“aure' eesen and eoncentrated or more comlex ones, resnonses

- 82 -
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to the Mield wvere Jdelayed and an overall slowdown occurred.
rrnloyecs who 5avo filed TED eclaims should not be the vietins
of any vnnecessars delay.

b. Oversess Tospitalization Proerams for Employees and
"

Nzrmendente. The maln thrust of this nrosran is to rrovide

redienl care for ovarseas Ageney emplovees and thelr dependents.

in TE-T0, vere nrovided

modieal care under this prosram, ot en eatimated cost of
ammroxirately $320,000. Althoush the number of cases will
nrobasly decroase (NPRED, BALPA), inflationary medicel costs
will “eep the cost of the wrogram at about 1ts nresent level
or hiyher. Tn PAR 4he game two technicians who handle the
A0 eares are responsibdle for this »rogram. The understaffed
situstion dezeribed in () svove aynlies equally to this
Tunction in the branch.

e. Todsral Irmlovees' COroun TLife Insurance (FRALI). Once

an omnlovee has sisned up Tor thls insursnce coverase

Areney emnloyees as of 30 June 1970) the Payroll Unit in the
nffice of Tinence is responsihle for dedueting oremium costs.
The TAD i wesmonsidle for handling nev emnloyees, changes in
heneficiariac, énd inerensed covernse durine “onen” seasons in
the trogrem., Tals function does not reauire very wany maphours

in AR, Th is the only emnlovee insurance program not in the

w3y
anenyEt
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Tnsursnee French, UYe guestioned the lorie of this arranaement

and wers angured that, execent for emvloyre eonvenience, it

wrould be branaterred to the Insurance Dranch in Pnsslyn.

Then and 1 gpace alloeation ecorrseta this aituation, we

recorwend that the TECLI prosram, in 07, be transferred from

TAR to the Tneurance Dronch.

5. Servieo wrorrams, 13 in number, demand the bullk of the man-
hours in PAB, Eome of these reaquire only minimal attention throushout

the yeer, Yt 244 un to meanineful services to Arcney emmloyees. For

the marposes of this survey, 1t willl suffice to list them without des-

erinbion:

Ted Crose Blood Donor and Replacenent Progranm

Bulletin Roards

Car Pool Locetor

Tucome Tax Assistance

Vital Panere Renos

Relisious Jervices

Shzentes Voter Assistance

tine deranding and of srestor Lmaoet are the followine services:
2. Cosualty Assictance and Pnloyee Fmerpgencles. Manage-

ment in the hraneh and the division eive this function munber

on? vriority. An emerrency duty officer iz avallable 24 hours

e ey, every day of the vear. A security psge-hoy 2lectrical

sgc¢nne
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svstem is wacd $0 maintain coverage during non-woriing hours.

The thrust of this nromran ig to come to the assistance of

any crmloves andfor his fanlly at the time of an emergenery.

sanndly avellsobls an the domestice acene, ipneluding the head-
cunrters aren. “any of these involve the death of an emploves
(b1 in ™-70) vhen every effort is mede to assiet the family
Immedinbelr and in the neriocd followinz. The hranch has ecarned
a fine renubebion for ites work In this field.

“.  Personal Affairs Comnsellins. fOoverinz a wide range
of problems thin nrorrsn 1s a "eateb-all' activity, albeit of

nhvost irportance in the field of emvlovee assiatance. One

nrofeanionel, hisalr motivated mnd commotent, hendles emplovee

repponnl commselline in PAR. Iavolved are minor nroblems con-

cornine leases, contracts, and disagrecrnonts with roommates,

u to zerions debt complaints, finaneial nroblems, and child-
Birth out of wedlock., The comaselor staffs out every emnloyee
feht cormleaint recelwad by the Ageney and prepares a resnonsa.
Ia @&reieult cases she will work out a complete personel budeet
it an emmleovee: in these cases a monthly follow-up meeting is
mandatorvy. A3 some of these ceses lnvolve PPAT assistance, she

doos the abalf vork nricr to their subnittal to the PSAT Board.

- 05 .
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She wors elosely srith the Tuecutive Secrotoyy in thess cases.
Soth debt eomslalnts and umrred mothers'® casen Mave shown o
disturhineg ircrosse over the nast few vears. 'The ineresaes
wave Yeen varticnlarly associated 7ith new smuloyess, many

a7 Bwapd less than one wear. Ve surpent o Office of
Forennel adiress itoel? to o study of these cases, honing
therelry o rerive at some remedial setions hevond these
eurrently in foree.

c. Lxit Frocessinz.  In Joverher 1970, the vnre-oxit
intervicw vrosram was moved from PAR to the Professional Placo-
ment Dranci in the 3taff Pavnonnel Division. Txit vrocessing,
novever, involves much more than determinine why the emnloyoe
in lesvine: 1t involves the technical nroesdures of senarating
on individual from the Aprency, for vhatever reason. Tneluding

srper-only ernlovees, some 200 wnersons ere proceazsed out each

monti {2,830 in ¥Y-7Tn), Yo found the wrocedures =fficient and

shrveoamlined; the PAN mersonnel epnesr to be on top of the nroblen
and elert to new idess. For eragple, uvon thelr rocormendation
econtract emlovees nrobahly will be nrocessed-out Ly TAR in the
acer Jutuec.  Previocusly handled by the individual's contracting
comonent, Lt ves sugrested that thev be handled in the came way

stalt emlovacs are nrocessed out. Contract emplovees then would

- B4 .
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e asoured of conal and full knorledee of all benefits and

E2

onhlirations asnsocinted with leavine tha Ageney. A™trial run®

with 79D ecntract owloyecs 1s under way and nHremises

0 ho saeesse™l,.  The sranafor of Tunctlion should be adorted.
dosnebe vhvsieal snace lesads te conf™asion, hulb the hranch
noraonnel hove learned o live with the problem,

Ts e ave d2enly concerned shout the insdequacy of sssigned
wrendesl anaee in the tranch. It 42 not so mueh lack of s»ace btut
Ineh of mipienm nrlvaces that troubhles us. Fmplovees desiring counsel
on strictlv nersonel nroblerms are not afforded the vrivacy they deserve,
T our inbterviews ittt brene™ nersennel each nerson, withoub excertion,
mantionad thia as the sinrle mest serfious vwroblem in the unit., Ve

hiz problem arein and attermt
to Tind a solution, The confusion associated writh exit nvroecessings

nantioned sbhove, althouwsh troublesowme, ic not on a par with the lack-

ol -nrivacy nyohlen,

Y
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apenu®

Taptisna netocen thie Tleld and heednuarters reau atine ass M;t'm
N o
A owayingd, wa-to-date handhook wvas sent to the Ohiof. Zurnord

on 2 Tehpunry 1270 for enrroval. At the time of

T
BANVIN 3

- - A
{he sy ro Tanl action of apnroval hed ceen siven for FAD To
rathLish . e fied this unaccentable and urse nrompt attention to

Fhie watber, o further recomiend that thesc handhooks , once re-

i

wleed nad whlizhed. bhe malntained m-ta-date on a current hasis.

A, " hile fulle suvportins the annusl fund drives in the ‘Areneyr,

Al

A% .
wa puesbion smoaconent's (290) deecision to stafl them at the expense

]

2 yomen T . P
A Bho PEC and oversans hosnitalizatlien elalms proxram., e fTeel that

mindirected nriority.

"t aaine Persons Act & v1inhen g progranm depigned teo:

(2) schievs tha Troedom of the individual, 17 he has heen inearcerated

Aot and (H) asssure the wellheins of his denendents

in e lire o

Aurine £75 meriod of imnrisonment. VUnder the lsv the Director of
Nepsornnl 1x in a Piduclary role relative to the migsine enployee.

Ghe prosram 1 oxecuted on behalf of the individual until there in

eleny or vrotpobive ovidenca of his desth,

+

-

11 whs nrasvam 1s sdministerad with compassion, ceen involva-

wont , 2nd

a Pine oense of resmonsibility toward the *)r"i.scmer. It is

a Prmeane. concerted effort to sumtain the demendentz and to encourage

the netaomers., Ohe office uas developed s briefinag nrogran for

indtviinala ~oiur to righk.of-capbure aroas o

grcnrwRY

Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1




Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1

4o roanzars then $hot thelr dovnondeats will Ye cared for., ALl iIn
rnel 1g t6 be cormended Sor thelr execubtion

il mroayes in aueh o censitlve avns of laman relationanlag,

Conbral Procenins Franet
e Director of Personnel is charsed Yo provide o nrocessing
arvice In cooperation with other sunport cormonents to srravse for
torore of exmlovees' peraonal effects,
omenth of privately omed vehicles., This Munctien is
diaerareod throus the mediurn of the Central Proecesaing Iraucit.
tvannl, contintineg of 32 individuals, ie s milzture of Personnel,
“naneo, and Tozistics meosnle manacad by the Rirector of Yersomel
Pt U Divagtor of faecisl Activilies,
13,0 The osmtdh avmesrs 49 be vorvine effechivelr. Tevr cormlaints
s el of travelers have hecon encounterod.  ost travelers sammany
find thnt tuo nervices nrovided vect thelr requirermsnts on a timely
hesln. e cueepet leter that the nomlieation of modern information
nroecasiee technioues may ephance the existin-~ service. The workload
21 with the henvs teave) months durine sumer vacation,
iore are eonsidorable atrotehen of undereqmleovment for the stalf,
smee situation 18 roesonsbhly eood, bub Tien all nro-

cansine Leghmindens ares fully oceunied 7ith intervievn, the ncene eon

T oome of viausl contusion and audio Ain. The noice situation eonld

STCRET
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e dmproved throush hetter intercom facllities for the technicians.

15. ‘he personnel assimmsat nhilosonhy within 072 has heon
vae wvhich has sephasiged continuitr rather than innovation. Dnee o
suitaldle overating tectmiique has evolved there hag bheen little drive
ta Irmrove 14, This maey be 2stisfactory as the naturs of the pro-
eessing contnins wany repetitive overations. Wonetheless, consid-
eration of nav manarement techniques might permit nanpower savings.
For ezamnle, 1t wonld arnear feasihle o Progran a small computer
to resmord to the many varisbles existins in travel sltuations. TFf
such should nrove to be the case, the travel technieian could query
the computer with the specifies of an individunl travel cease and
receive a remronze which wonld indieate travel alternatives and
allowahle éostq. This infornation could Le available within a
matter of zeconds. permitting the svmlovee +o select nis course of
ection and he about his business in much less time than 1s currently
involved. fuch 2 wie of modern information systems misht permit a
reslloeation of human resonrees or the hondling of easses in shorter
i,

15, Pepentedly, the interviewad technicisns stressed the fact
that they were underamnloyed during the szason of the survey., Several
81ao volunbeered the fant that they were sorsvhat undernrmloved during

Mur general impression iz that this branch is slightly

nvarataffad for its prenent and contemnlated weoriklosd.

ST

SECRHET
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Y

Peconmendation No. 17
Toal the Director of Tersonnel study the workload

Gemands amon the Central Processing Branci subsenuent

Lo oversess voersonnel reduction programs, such as

MATPR ne the mammover needs of the

Trsncy,

travel aesewms to be least fessihle In situations involving TDY travel.
£ verranent chanme of stetion normally Involves saveral months nf
lead time vhich nermits the sehedulinzs of the traveler well in advance

of the nerforaance of travel, Freguently, P0Y travel roouires our

need antte neoar the actuzl time of trawvel. The necessitr

cannet alvars be accommodated to the oporational needs motivating the

sronosed dravel. At such tires, hecomes a hindrance.

- a1 -
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Tecormendation To. 1T

Thet n esroful review be conducted to determine if the

and oneratiomally usefud for both PCT and TDY travel.

Frmlovee Activity Assoclation
18, The Nffice of Persomnel's contributions to employee morale
and well - heine in the fielda of reereation, convenience, and vhysical

fitness are manamed and implenented vy the Trployee Activitr Associstion.

his 1a a privats organization of gome mawbers which was Pformed 25X

to nrovide emolovees with the opportunity to narticipate in various
instructlonal classes, soclel srourz. and snorting activitizs. One

of the airs 17 40 operatc the TAA on a nop-sibsidized »asis. Tncome

1w csouyerated from memberanin fees ranging from 52 to $25 and hy

nrofits Trom the operations of a 3mall stora.

1. The Assdeiation is divided irto three primary functional
areas. 7ne arces is responaible for the overation of a ticket salem
racility and elubs and athletie leasuen: a second operates the IAA
skore and the third manares the physieal fitness room. The ticket

smles ackivity is manned 1w twro staff and tve contract emmloveesn.

SECR=ET
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20. The ticket sales activity formerly used & voucher system
with verious theaters, cinemas, and sports teams in the local aerea.
Tickets purchased through this means frequently were aveilable at a
discount. The number of facllitles offered were limited to those in
the locsl ares with whom agreements had been reached. In an effort
to expend the avallable services, EAA has subscribed to Ticketron, ' a
centralized ticketing service which can provide computer printed
tickets on a confirmed space vasis within a matter of minutes to a
great variety of entertainment and sporting events on the Fast Coast
of the United States. Access to Ticketron has provided a much en~
larged base for ticket sales. It does have some disadvantages.
Ticketron not only does not permit diacounts as a genersl rule; it
also requires the payment of & gervice fee. This fee is presently
254 of which 12.5¢ is returned to EAA. The service fee will shortly
jnerease to 354, at which point FAA will receive 15¢., It is the
general feeling of EAA that the avallability of more ticketing
gservices will offset loss of discounte. This phase of FAA is pri-
marily a convenience for employees, and vas being heavily patronized
in the early months of 1971,

21, The group recreation progran seeks to provide instruction
or social opvortunities for employees in a wide range of activities.
Instructions range from practical subjects such as auto maintenance

through kerate to the esoterin of computer sciences. Sociel sctivitiesn

- 93 -
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include bridge, Tosstmesters, and gimilar events. In addition, there
{8 a skiing club with scheduled trips to Charnite during the skiing
sesson. Any type of instruction or club will be offered if there is
sufficient demand. The major problem confronting the aree is space.
No classrooms or meeting rooms are regularly available. Considersble
time is spent in scheduling or erranging meeting space for these
activities.

225, Athletic leagues are operated by EAA for most of the common
team sports. Again, a major problem is space for conducting these
events. The competition for public school gymnesiums is becoming
increasingly intense, and the Agency ig in no favored position in
scheduling. In an attempt to deal with the space problem, & building
dedicated to EAA has been proposed. The pullding would provide meeting
rooms, a gymnasium, office space, and bowling alleys. Funding would
be by the Credit Union on & gtandard construction mortgage basis. It
{g estimated that the income derived from the operation of bowling
lenes alone would enable the amortization of the mortgage in about
ten years.

23, The EAA store is a small retail outlet which offers a
selected line of merchendise to Association members at discounts
ranging up to 40 percent. An effort has been made to provide service

to employees in other buildings, but this has foundered on various

- O} -
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logistical problems. The store operates quite effectively. If more
space were available for specialized catalogue sales and hetter
merchandising, more income could be produced. The management of
the store has done quite well in producing a large amount of income
from & limited base.

24k, One of the requirements of the Executive Director has been
self~sufficiency on the pert of the store. It has achieved that aim.
The store 1s a primery source of funds for support of classes and
sthletic activities. As such, any increase in available profits is
s direct benefit to the rest of the EAA progran. Presently, three
store employees are staff emplovees. They are a G8-13, G3-9, and a
GS-4. ‘The store reimburses the Covernment for all of its expenses,
including the Govermment contributions to various benefit programs.
One immediate way of generating additional income would be to reduce
the expenditures for these emplovees. This could be done by hiring
retired anmiitants on a contract basis to perform the functions belng
performed by staff employees. Certainly, every effort should be made
to get eway Trom an employment base of relatively high-priced staff

employees,

Recormmendation No. 18

That the Director of Persomnel convert the store employses
to a non-gtaff basis as soon as possidble, making the maximum
ugse of annuitants.
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25, The Physical Fitness Room 1s staffed by one full-time
contract employee at the equivalent of (8-9 grade level. The fitness
room i3 subsidized to the extent that the Government pays the contract
employse and provides the space, light, and heat for the activity. It
appears to be an efficiently managed operation which may bring some
i{mmediate benefits to the Agency in terms of improved physicsl well
being of employees.

o6. How valuable are these fringe benefits to the overall accom-
plishment of the Agency's misasion? About one third of the total Agency
employe:s are members of the Association. Perhaps all of these members
will at one time or another utilize the services of the store and the
ticket purchasing facility. Club sctivities are used by some 1,650
members: athletic leagues draw a participation of 1,340, snd the
Phyasicel Fitness Room enjoys an average use of 100 per day.

27. Cover restrictions inhibit the use of the service by

individusls who are under cover, It is the estimate of EAA mansgenent

that the membership figure may represent a reslistic maximum,

The preponderant majority of FAA memberships are renewed on en annual
basis indicating to us that the benefits are indeed significant to the

employees at Langley who have meaningful accessibility to EAA services.

Incentive Awerds Branch

58, fThe Incentive Awards Branch in the Benefits and Services

- 06 -
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Division ia responsible within OP for the Honor and Merit Awards

and the Suggeation and Invention Awards Progrems in the Agency. Each

program is covered by an Ageney Regulation

respectively), and the branch works hand-in-glove with a formal Agency
board and committee designated, respectively, the Honor and Merit
Awards Board (HMAB), and the Suggestion Avards Committee (SAC).

29. The branch has a T/0 of four persons, two assigned to each
program. Although one perscn is desigmated branch chief, the programs
ars completely separate, end he does not take administrative nor sub-
stantive respongibility for both. The branch chief hendles the
Suggzestion and Invention Awards Program (SIAP) and the other senior
professional handles the Honor and Merit Awards Program (HMAP). Each
person functions as executive gsecretary to their respective board or
commlttee, prepares all cases to come before the bodies for consid-
eration, and in so doing, work independently of each other. 3Both
work closely and directly with the Office of the Director of Per-
sonnel. The Deputy for Special Programs and the Division Chief are
kept fully informed of all activities, tut do not play a dny-to-day

superviscory role in the programs. This line mansgement errangement

appears to be Jjustified by the fact thot D/Pers and DD/Pers chair the

Agency Board and Committee (Cheirman and Vice~Chairman) and are per-

sonally inastrumental in actions taken by them.

- o7 -
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Honor and Merit Awards Progranm

30. An IG Survey of the Agency Honor Awards Program completed
in May 1967 reviewed the vrogram in depth. The findings and con-~
clusions, with only wminor changes, ere still wvalid. We have re-
stricted our comments to the current impact of the progran.

31, The Yonor and Merit Awerds Progream in the Agency is an on-

going program fully supported by top masnagement. The Board (IMAB),

supported by the Office of Personnel, is hardling an increasing number
of recommendations for all types of awards except Publie Service
Awards. There were 72 ceremonies in FY-69 and 119 in FY-70.

32, The Agency's Honor and Merit Awards Boerd, chaired by the
Director of Personnel and supported by two persons in the Incentive
Awsrds Branch, reviews each recommendation carefully. We were
impressed by the full and complete staff work provided by the
Executive Secretary, the continuity snd wisdom provided by the
Pecorder, and the conscientious work of the Board members representing
the 0/DCI, the directorates, and the Office of Security. The
Executive Secretary and her assistant (with possibly some additional
secretarial help) and the Board are equipped to handle the current
workload and the anticipated slight increase in the next few years.

33. In the Incentive Avards Branch itself, two persons work

full time on this program. The Executive Secretary and her assistant

- 908 ~
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prepare all cases to go befeore the Board, maintain records, and

arranges for and participates in all ceremonies, The program records

are being converted to an automated system (PEREAM) which will permit

raplid recall of data and an inereasing horizon of meaningful statistical
reports. The current years are encoded and about 57 percent of the
backlog ig in machine format. Completion of this project is strongly
encouraged. At the present time this program lacks adequate secre-
tarial/slerical support. Lacking such s position in the branch (11
four positions are professional) they are forced to depend on rotating
part-time assignees., This arrangement is neither practical nor
efficient. The result is that professional persons spend an undue
amount of time &t typing and elerical duties, The HWAP and the
Suggestion and Invention Awards Program should have end share the

services of one full-time secretary typist.

Suggestion and Invention Avards Program

34. Under Public Law 763, Title 3, the Suggestion 25X1

Avards Committee (SAC) administers the Agency's Suggestion and Invention
Avards Program (SIAP)., The Office of Personnel provides the Committee
with an executive secretary and the necessary administrative support.
This function is provided by the Incentive Awards Branch (IAB). The
Committ=e ig responsible for develoning standards for suggestions and

inventions, reviewing suggestions and recommending ewards, and granting

- 99 -
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or reccermending rewards thereto.

35. Prime factors in the effectiveness of this program in the
Agency s the role pleyed by the Chairman of the Committee (D/Pers
and/or DD/Pera) and the devotion of the Executive Secretary and his
aspsistant in IAB, The Chairmen provides the motivation at senior
levels, which in turn stimulates middle management to ectively en-
courage their personnel to participate in the program. The Executive
Seeretary, with his assistant, not only staffs out the several
hundred cases per year, but he personally works with line managers
throughout the Agency stimulating activity, assisting in original
case preparationz, validating the suggestions, and encouraging the
development of in-house Suggestion Awards Panels and ccordinators
(there are some 15 at the present time). Because of security, the
C8 has e Specisl Panel to handle operational cases. The Executive
Secretary works closely with this panel and is liaison with the
Director of Persomnel, who alone on the BAC iz involved in these

cases,

36. The SAC, Chaired Ly the Director of Personnel or his deputy,

has five additional voting members (ODCI, DDP, DDS, DDI, and DD/S&T)
and three non-voting advisors (0S, OC, and OF). The Executive Secretary
provides each member of the Committee with copies (fully staffed out

and validated) of the suggestion cases prior to each meeting. Technical

-~ 100 -
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experts are interviewed by the Committee, as requlred. After full
discussion, the Comittee will relect or recommend acceptance and
sesign an approprieste monetary award. The Commitiee works with CSC
guidelines, precedence of previous cases, and with the full authority
of the DCI. It alone has the responsibility to recommend the action
to be taken. In FY-T0O the IAB received 478 suggestions, elimineted
109 (22.8 vercent) as ineligible, and processed 369 {77.2 percent)

es eligible for Committee action. The Committee adopted 117 (32

percent adoption rate) and awarded 97 cash awards and 20 certifications

of appreciation. The total cesh awvards for FY-T0 amounted to $30,330-~
a new high. TFirst-year tangible savings (FY-70) are eatimated to be
4574 ,086-~almost 19 times the amount of the awards. Intangible savings
are frequently estimated to be many times those tangible, and in FY-TO
more than 50 parcent were for intangible benefits. Iike the HMAB, we
found the SAC an ective, mature group of seniocr persons fully devoted
to a serious responsibility. The care with which they considered each
suggestion and, if approved, assigned & monetary value to it was

impressive.

Insurance Branch

37. The Insurance Branch was the target of multiple reviews and
investigations during 1970. The SIPS Staff was active throughout the

vear in developing the design requirements for PERINSUR, the insurance

- 101 -
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data processing plan. The Audit Staff completed a regular visit, and
the IG inspection occurred during the last months of the year. In
general, the branch ceme through these investligations with good to
excellent marks. In the case of PERINSUR, the branch found itself

in genersl agreement with the objectives 1f more hopeful than confident
in the short run concerning the specific plans for use of the computer

in Agency insurance operations.

38, The branch staff of 36 is organized into|

[:::::]Seetions and is manned by veteran supervisors, a small number
of snecialist technicians, and a journeyman corps at the GS-T7 level
which is subject to a falrly high rate of turnover, The staff processed
18,382 hospitalization and medical claims, nearly 7,000 term life
insurance policles controlled, and a host of lesser plans and services
provided durlng the latest reporting year.

30, There is a wide and attrective cholice of insurance plans
availsble to Agency personnel in the categories of life, health, and
travel insurance coverage appropriate to an Ageney operating oversesas
and placing more than average emphasis on youth. Cover considerations
complicate the insurance services significeantly and meke it appropriate
that CIA bear a considerable portion of overhead costa. Currently 20
positions are Government funded, and the balance of 16 are reipmbursed

from GEHA operations.

- 102 -
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L. The insurance business generates a deluge of statisties with

most calezories of reportine derendent on comparative data from earlier
periods to vermit identification of problems and trends. Summary
stetistienl data on operations apneared generally satisfactory, but
we found in this nresent-dayv pre-SIPC world that many questions con-
cerning characteristies of policyholders and patterns of claima
experience could not be anawered without long and tedlous manual
labor., Present-day machine support for the Insurance Branch is
acknowledged to be a hodzenodge of primitive systems, many still
bazed on punched cards,

k1. The key features of the SIPS insursnce sutomation nlan are
readlly swmarized. It proposes to concentrate initially on vpolicy
snd nremium menagzement and to leave the field of claims nrocessing
for inventigation at a later date. Tour plans including UBLIC, WAEPA.
Contract Iife, snd Income Replacement are to be converted to biweekly
vayroll deduction for the collection of premiums; Flight and Accident
Poliey and Tiread Disease are to shift to an annual payroll deduction
nlan., An individual's insurance record will be svailsble for on-line
query from remote access equimment. Computer records will be updated
deily, and each polieyholder will receive an annual statement of
coverape and beuneflciaries,

h2. The ohvious =nd proved utility of automation in the insurance

industry prompts the observation that SIPS involvement has irmposed

~ 163 -
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long delays in the automation of the Insurance Branch. The system
now proposed ought to have bheen introduced years sgo. There are a
comparatively smeall number of elements of information to be managed
in the tyrical insurance record, and most of these are of no utility
elsewhere in the Office of Personnel or in the DDS. The extension

of payroll deduction to other life insurance plans was proved feasible
long ago with FEGLI life insurance and the Agency's hospitalization
plan. Even the proposed iéplementation of PERINSUR may still lie
geveral years in the future gshould the SIPS hardware or the software
package (GINMS) encounter significant debugging problems,

43. The Insursnce Branch was naking slow progress in the prepar-
stion of headquarters and field handbooks on insurance. Publication
lies another one to two years in the future. We attach considerable
significance to this handbook project and to the entire subject of
effective communication betwesen the branch and the Ageney's enmployees.
Both direct and indirect commmication by way of the versonnel officers
in the support shops of the Agency should be greatly inereased. The
branch offered the opinion in its planning paper for FY-T1 that it

"offers excellent buys” in seversl insurance areas but many employees

do not know of them. Our guick look at the situation by way of the

evidence summarized in the next few paragraphs seemed to confirm this

otgervation.

- 1nh -
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